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Summary Report II
Strengthening Congregational Ministry:
A Report on a Program to Enhance
Theological S,chools' Capacities to Prepare Candidates
for Congregational Ministry, 1999-2003
Kathleen A. Cahalan
St. John's University School of Theology-Seminary
"I love being a minister. Even when the ministry is hard, it's more fun than
any other job I can imagine. Where else can you preach, tench, meet with a local abatement specialist, and get arrested for civil disobedience all in the same
week? Where else can you be invited into the living rooms of new mothers
and into the hospice rooms of lhe dying and find hope in both places? I do love
being a minister. I love the agility it calls forth in me and the chaos that only
Jesus could organize into a calling."
Lillian Daniel

Introduction: Program overview

L

illian Daniel, senior minister at First Congregational Church, Glen Ellyn,
Illinois, captures what is beautiful, ordinary, and holy about congregational ministry in this one brief description. I love to listen to pastors like Lillian
talk about ministry. She's the kind of storyteller that I want to keep listening
to, the kind of preacher I want to be inspired by, the kind of minister I want
at my bedside when I need comfort. How do ministers like Lillian find their
way to serving in co11gregations, what makes them good at \Vllat they do, how
are they formed to be spiritual leaders, what do they need to know to lead a
congregation, and why do they stay in congregational ministry when it is increasingly demanding and tmderappreciated in our times?
The story of the Congregational Ministry Program, funded in 1998 by Lilly
Endowment, Inc., is about ministers like Lillian and congregations like First
Congregational Chmch. The story is also about the relationship of congregational ministers to theological educators, or, n1ore precisely, t11e relationship
between what Lillian does ass minister and wl1at I do as a theological educator. Wl1at is it tl1at 1 do ll1 my place of ministry, the semi11ary, that awakens a
love for ministry, a deep commitment to the people of God, a sound theological mind, an ability to preach, teach, take care of buildings, and be a prophetic
vvord of hope? How do theological edt1cators encourage such agility, iinagination, and faithfulness?
h1 2003, the EndoV\'ment invited 1ne to write a sun11nary analysis of what
has been accomplished and learned through the forty-five grant projects. !have
c11joyed three t111ique va11tage points over the past five years, which 1nakes me
n1ore than a casual observer of the program. I prepared, at the invitation of the
Endowment, at1 analysis of the grant applications, "A Briefing Paper on the

Theological Education, Vohnne 42, Nun1ber 1 (2006): 63-11.J:
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1998 Theological School Competitive Grants Programs"; I helped to educate
grantees on how to conduct a project evaluation; and, I currently teach in one
of the schools that received a grant.
Rather than report on what each school accomplished, I have examined
the work of each school in light of tluee overarching questions. First: What has
been learned about the particular strategies taken up by grantees, namely stude11t recruit1nent, contextual education, spiritual forn1ation, lay nUnistry, distance learning, support for pastors in ministry, and partnerships with congregations and denominations? Second: In what ways have theological schools
made strategic advances to improve their institution's capacity to better prepare the next generation of congregational and parish ministers? And, third:
What is the place of theological education in the larger landscape and ecology
of the churches' efforts to promote and develop strong pastoral leaders? In
other words, what kinds of parh1erships make the most difference?
To prepare this report, I reviewed the original grant proposals and thoroughly read grantee program reports, especially the final reports, most of which
were prepared in 2003. I also conducted telephone interviews with twenty
presidents and deans and fourteen project directors. Several shared materials
from their grant projects, which allowed me to see the breadth and depth of
their work. What becomes immediately clear is that every seminary cares that
its students have the ability to be excellent leaders in strong congregations that
1nake a difference in tl1e lives of me111bers as well as their co1n111unities. W11at
is most exciting about what I have to report is that every seminary knows pastors like Rev. Daniel and succeeded on many fronts in working to connect to
congregations like hers. I hope my smmnary and analysis give due credit to
the enormous co1n1n.itment, hard work, ai1d courage to risk ar1d experirne11t
that are part of the story of these schools. Before turning to the program findings, it is in1portant to first UI1derstand wl10 tl1e grantees are, what seminaries
thought at the outset of the program about the challenges they faced in educating students for congregational ministry, and the strategies they designed to
strengt11en their capacity to better prepare pastoral leaders.
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Profile of tlte Congregational Ministry Program
Lilly Endowment Inc. has supported theological schools and related instit11tio11s tl1at 11ave as th.eir missio11 the educatio11 of Christian ministers ai1d
pastors for several decades.' For the past twenty years, the Endowment has
fLmded most of the research in the area of congregational studies.' In the 1990s,
the foundation made a commitment to strengthening pastoral ministry in
congregations and in 1998 Lilly Endowment invited theological schools to be
partners in its pastoral leadership development initiative. The Endowment invited all schools in The Association of 111eological Schools (ATS) in tl1e United
States and Canada to consider how they might improve education for congregational ministry A request for proposals was sent to 202 accredited schools.
Seminaries could apply for up to $1 .5 million in grant funds for five years. The
Endowment received 108 proposals, forty-five of which were funded, totaling
$53.4 million in grants. The Endowment awarded grants to schools that could
make "a strategic advance to improve their instilution's capacity to better prepare the next generation of congregatio11al or parisl1 ministers."
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Strengthening Congregational Ministry Grants
Mainline Denominational ..
Roman Catholic . . . . . . .
Evangelical Denominational.
Evangelical Independent.
Main Ii ne Independent .
Peace Church
TOTAL . . . .

27
9
4
3
1

. . . . . . . . 45

The largest number of grants (60 percent) was awarded to mainline denominational schools in the United States. 4 Nearly half of all mainline denominational schools applied, and four denominations had particularly high application rates (seven out of eight schools sponsored by the Evangelical Lutheran
Church of America schools, twelve out of twelve United Methodist, eight out
of nine Presbyterian Church (USA) schools, and five out of six United Church
of Christ schools applied). Twenty-seven mainline denominational schools in
the United States were awarded grants, with the ELCA, UMC and UCC accounting for fifteen grants (33 percent of the total grants).
The second-largest group to receive grants was Roman Catholic schools
(20 percent). Among the Roman Catholic schools eligible to apply, 42 percent
applied and of them nearly half were awarded grants. Evangelical schools
accounted for 16 percent of the grants, four denominational and three independent schools received support. One each of the mainline independent and
peace church seminaries received grants. It should also be noted that of the
total, three schools are predominantly African-American and two schools are
located in Canada. Five grants were given to seminaries that are the only, or
one of two, se1nh1aries in their de11omination. 5

Understandings of congregational ministry and theological education
in 1.998
What can seminaries do to build their capacity to better prepare congregational ministers? Lilly Endowment asked theological schools a broad question and gave them the freedom to craft an answer to that question that best
fit their ecclesial and educational sihrntion. In their applications seminaries
were asked to describe the state of congregational ministry among their constituents. Four distinct story lines emerge from each of the main groups in the
program along with several common iss11es that all seminaries face together.

The first story is told by mainline denominational seminaries, and it is the
story about the gap between the seminary and the congregation and the seminary and tl1e deno1nination. The relative isolation of ecclesial institutio11s from
each other has led to a breakdown in the mainline system that has had serious repercussions for seminaries. Mainline Protesta11t seminaries have fo1111d
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it increasingly difficult to recruit students, as the feeder-system-the process
of selecting and forming ministerial candidates-has virtually disappeared in
n1a11y inainline settings a11d few congregatio11s see it as t11eir role to encour-

age and call people, especially young people, to ministry. Most denomination-
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based feeder systen1s for sen1.i11aries, such as scl1ools, ca1nps, youth organ_iza-

nary

tions, colleges, and congregations, are no longer linked in ways that cultivate
new generations of pastoral leaders. The network of denomination-sponsored
institutions once nurtured young people by means of a series of programs and
activities. Adults invited young people to consider the ministry and lent guidance and support through their years of vocational exploration. While these
institutions may still stand, they work in relative isolation from each other
and rarely claim church leadership development as among their respective
or shared priorities. The mainline Protestant story is deeply involved with
buildll1g closer relatio11sl1ips ani.ong various institutions-se1ninaries, co11gregations, and denominations-for the purpose of recruiting, placing and supporti11g 111ll1isters.
The Roman Catholic story is a bit different, though many Catholic schools
share the mainline Protestant concern for the loss of a feeder system that once
promoted ordained ministry as a viable option for young men. TI1e prevailing concern of Catholic schools now is how to prepare lay people for min-

n_ite,

istry, how to t.1nderstand tl1eologically the pl1enomer1_011 of tl-1e lay 111inister,

and how to prepare congregations and church leaders to accept lay people as
ministers. TI1e Catholic Church is witnessing the rise of a new professional
class in parish ministry-the nonordained, professionally trained person who
requires education and formation for ministry, yet whose role and work is not
entirely the same as the priest's.
Catholic lay ministers are now employed in a wide variety of church jobs:
as pastoral associates in parisl1es, as diocesa11-level administrative posts, and

as leaders of specific congregational ministries (e.g., liturgy, music, religious
education, pastoral care), often in large parishes that were once served by
women religious. Seminaries have been the likely place to turn for the trainll1g of lay ininisters, but it is a new task for Catl1olic se1ninaries, whicl1 u11til
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very recently trained only ordained candidates. Behind this pressing concern,
of course, is the stark decline in tl1e number of ordained candidates for priesthood, the rising age of priests, the number of parishes without a resident priest,
and the loss and decline of large numbers of women religious who served local ministries for much of the nineteenth and twentietl1 centuries. The Catholic
grantees chose overwhelmingly to put their energy md focus into designing
ministry education and spiritual formation programs for lay students at the
graduate level.
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Eva11gelical se1ninaries articulate two 111.all1 co11cen1s. The first is about
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tl1e quality and character of people entering ministry. Evangelical seminaries
want to find the best people for ministry and to recruit those with the strongest
leadership potential to do congregational ministry well. Too many ministers
don't succeed, or don't stay in ministry, which is devastating for congregational growth and vitality. The second concern voiced by evangelical leaders has to do with the changing character of congregational life. How can the
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seminary train people to understand congregations in all their complexity and
to help ministers articulate a sense of the congregation's mission i11 communities that are constantly changing?
Several schools participating in the grants program are the only seminary in their denomination or are one of two schools (e.g., Moravian, Mennonite, African Methodist Episcopal Church, African Methodist Episcopal Zion
Church, and Orthodox schools). The denomination might be small compared
to larger mainline Protestant bodies or Catholics, but in many cases a single
school must address the denomination's needs for high quality ministers on
its own and thereby is among the de11omll1ation's most important institutions.
The challenge facing these schools is not so much a gap between the seminary
and the denomination as it is the demands of an ever-changing denomination that is spreading in different parts of the country and hemisphere, How
can one or two seminaries serve diverse congregational settings? How can the
seminary stretch beyond its walls to train ministers who cannot move to the
seminary for full-time studies and to provide services to ministers and congregations?
Seminaries across the major Christian families have distinctive pressures
and challenges. But seminaries also have a great deal in common as graduate
schools for ministry, and in 1998 schools described several challenges t11ey face
together: changes in the student body over the past twenty-five years; the gap
between seminary education and the realities of congregational ministry; providing education to students off campus, and supporting graduates as they
move into full-time employment.
Nearly all grantees at the outset voiced a concern about the quality of
candidates they accept Schools admit that many of the students they are accepting into the Masters of Divinity (MDiv) program are not likely to be strong
candidates for ministry, but because of financial constraints, they accept nearly
all applicants. In addition to changes in the overall academic quality of students, se1ninaries have see11 dramatic cl1a11ges in their student bodies over the
past twenty years. Forty is the average age of the student body on many campuses; inany students are purs11ing second, and sometimes, third careers; an
increasing number are st11dying part time while working; ar1d so1ne students
are not well-formed in the denomination or its tradition.
Older students bring maturity and experience to seminary as well as a
clear se11se of their vocation, a vocation that probably was discouraged when
they were yom1ger. The fact that they are older, however, presents a challenge
to church leaders: they will serve a shorter period of time in the congregation
and increase the number of ministers over age 50 in what is an already-graying profession. Older sh1dents can be less likely to relocate to attend a denomination_al se1nh1ary because of family and einployment, and, therefore, seek
se1ni11ary ed11cation at a school nearby. One positive 011tcome is that ma11y
Protestant seminaries are inore ecumenical and now work with a variety of
denomiJ.1ations to ensure that candidacy requirements can be fulfilled.
Seminaries have never defined older students as the problem. The problem many now realize is that the seminary forgot or failed to actively and intentionally recruit candidates for ministry who are college-age or in their mid-
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20s. While the number of older students has steadily increased, the number
of first-career students and recent college graduates has steadily decreased.
Many schools reported that recent college graduates constitute the smallest
group on campus and young adults and high school-age youth are rarely invited or enco11raged to co11sider iniI1istry as a vocation.
Many would-be ministers cannot afford to attend school full time. Parttin1e graduate studies are not viewed as an ideal situation either for the scl1ool,

which remains financially viable with full-time students, or the student, who
faces financial repercussions for part-time status. Students who attend school
part time and work part time will end up spending more money for their education, accwnulatll1g n1ore student loans, aii_d earning less inco1ne. Part-time
students change the dynamics of campus life because there are fewer students
participating in school-sponsored activities. Part-time and older students have
changed the ecology of several denominational seminaries, placing greater demands on seminaries to serve a student body with diverse educational and
ecclesial needs.
In addition to the gap between the seminary and the churches on the issue
of recruitment, many seminaries agreed that a gap exists between the realities
of congregational ministry and education for congregational ministry. Many
seminaries face a credibility gap with congregations. Evangelical seminaries
face the challenge from those who think graduate education is wmecessary, irrelevant, and at times harmful. Why can't congregations train their own leaders? Academic ethos, shaped largely by theology, Bible, and history guilds, is
far 1nore influe11tial i11 the curricu.lum desigr1 and co11tent of se1ninary education than is ethos of the congregation. Mainli11e Protestant seminaries face a
similar credibility gap with their congregations. They often hear the complaint
that the seminary places greater emphasis on acquiring knowledge through
academic study than on acquiring leadership skills. Catholic seminaries face a
gap in perception about what is happening with regard to lay ministers: many
pastors are willing to ask parish volunteers who have no theological training
to lead programs. Seminaries increasingly want to provide lay ministers with
graduate-level education, but marty parishes seem not to realize that ministry
constitutes a profession for the lay leader.

An overview of the schools' strategies
Based on the analysis of their situation, it is not surprising what strategies seminaries chose to pursue in the Congregational Ministry Program.
Two mall1 strategies en1erged to enha11ce scl1ools 1 capacities to prepare co11gregational 1nil1isters: student-recruitrne11t efforts ai1d revising or en11ancing

the MDiv curriculum. Further, most grant projects contained several efforts
in addition to recruitment and curriculum efforts, most notably developing
distance-education progra1ns and contii1ui11g-education efforts for pastors in_

minishy Schools also sought support for seminary infrastructure such as the
develop1nent office, capital in1prove1T1ents, new centers, new staff positio11s,
and computer and network technology. Because of the size of the grants, most
schools' strategies contained multiple projects.
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GRANT ACTIVITY
Main Secondary
Curriculum Enhancement
Contextual Education
New Faculty
Collaboration with Denomination
Faculty Development
Spiritual Formation
Lay Ministry
Subtotal
Student Recruitment
Student Aid/Scholarships
Collaboration with Denomination
Subtotal
Seminary Infrastructure
New Staff Positions
Research/Publications
Development Office
Capital Improvements
New Centers
Strategic Planning
Satellite Campus
Subtotal
Technology
Computers/Networks
Distance Learning
Subtotal
Supporting Ministers
Continuing Education
Transition into Ministry
Subtotal

15
2
0
0
2
7

2
15

26

56

3
6

14
6

9

20

0
1
1

31
17

0

8
6
0

1
1
1

14
13
10
2

13

0

5

79

0
2

22
11

2

33

16
2

3

9
25

TOTAL

17
17
14

13
12

9

17
12

31
18
14
8
7
1
1

22
13

17
11

Nearly two-thirds of the Congregational Ministry Program grantees
sought to work on some aspect of student recruitment. It was increasingly
obvious to seminaries that the ministry needs nothing less than a full-blown
public-relations campaign-in every denomination. The ideal applicant pool
for most seminaries includes high-quality candidates regardless of age with
a diversity of ethnic representation, but it would also welcome a diversity of
age groups studying full-time together. "High quality" translates into two
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characteristics: excellent academic skills for successful graduate studies and
emerging leadership capacities that can be formed into the requisite skills for
ministry. Seminaries generally know that they need to recruit more students,
but they are also aware of the fact that by accepting only higher ranking students, they would likely enroll fewer students, thereby placing themselves in
a vt1lnerable fh1a11cial situation.
Financial support for students was a key recruitment strategy. Student aid
included special scholarship programs for academically excellent candidates
(full tuition plus stipend to encourage full-time study); stipends for students
completing field-education requirements, especially for students who must
give up paid employment to fulfill this requirement, or stipends for serving in
a multicultural congregation that cannot afford to pay the student; and tuition
support for ethnic candidates.
About one quarter of the schools, mostly mainline denominational schools,
sought to create aggressive recruitment programs tl1at included collaboration
with congregations, colleges and universities, and denominational offices to
promote ministry as a vocation. A revitalized feeder system would begin with
congregations that recognize their role in promoting a theological understanding of Christian vocation for all congregants and encourage those with a call
to ministry to pursue formal training. A rebuilt feeder system for seminaries
would bridge the gap witl1 colleges and universities as well as camps, denomi11atio11al yout11 initiatives, and para-cl1urch organizations.
Another way se1ninaries sought to address tl1e credibility gap is by stepping closer to the con.gregation. Such a move i11volves tl1ree steps. First, semi-

naries sought to strengthen their focus on congregations through research
about congregations and by hiring new faculty in under-developed curriculum
areas sucl1 as congregatio11al stt1dies, worsl1ip, cl1urcl1 leadership, and practical theology. Second, they sought to use the congregation more effectively as
a setting for ministry education in contextual education programs that moved
beyond traditional models of field education in which students went off to the
congregatio11 011 their own to be supervised by a pastor. Fil1ally, the seminary
wanted to be seen_ as relevant to the co11cer11s and de1nands of co11gregatio11s.
T11e 111ajority of contextt1al educatio11 projects were w1dertaken at 1nainlir1e
Protestant schools, mostly ELCA and United Metl1odist schools.
In addition to contextual education and new faculty, eight schools sought
to create or revise lay ministry programs and twelve schools developed spiritual formation programs for MDiv students. An increasing number of lay people in Protesta11t churches are seekii1g ininisterial education_ in order to serve
the local co11gregatio11 i11 places where a full-ti1ne ordained 1ninister is not en1-

ployed. Catholic seminaries sought to revise the traditional MDiv degree for
ordination candidates into a MDiv degree for lay students; they also wanted
to develop spiritual formation programs that complement their programs for
ordained candidates.
Pla11s for initiating or revising spiritual formatior1 e1nerged as an iinpor-

tant strategy for both Catholic and Protestant schools, in part because TI1e
Association of TI1eological Schools in 1996 included it as a criterion for accreditation. A n1ir1ister's personal religious fait11 and practice are recog11ized
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as fundamental to successful long-term ministry, but intentional spiritual formation is lacking in many seminaries. Several Protestant applicants recounted
that their graduates have reported to them that the seminary did not sufficiently help fuem to form daily spiritual disciplines that would support them
in the ministry. The lack of such personal practice is seen my many pastors as
a major cause for burnout.
Many schools requested funds to support two levels of instructional technology: basic support for computers or networked systems and technology
for distance learning. Most seminaries seeking to use distance-learning technology were doing so in order to enhance their core program, not to replace
the traditional classroom setting. In fact, some argued that furough video-teleconferencing technology fue face-to-face interaction between teacher and students aild amo11g stt1dents is retained. Seminaries are trying to reach particular populations of students through distance education courses: pastors who
are already serving in ministry and whose denomination does not reqttire an
MDiv for ordination, and students who live at considerable distance from the
seminary, often in rural areas, and who cannot relocate to the seminary (often
this scenario involves denominations with only one or two seminaries).
Many seminaries acknowledged that the three-year MDiv degree as currently structured is inadequate for preparing congregational ministers. When
their graduates were asked what was lacking in fueir seminary education, the
majority of pastors replied, "training in practical skills." Furtl1e1; many noted
that newly graduated pastors find the transition from seminary into full-time
ministry quite difficult. One third of the schools included a project on continuing education, and nine schools sought to offer support to newly ordained
candidates.
lrL tli_e interve11.ing five years, school and project leaders made ilnportant
advances in the projects they outlined. New employees were hired, plans revised, evaluations conducted, and funding sought to sustain the work beyond
the program's conclusion in 2003. There is a great deal to be told about the
projects and I hope in this report to share some of most important findings that
schools have reported.

Part One: Congregational Ministry Program findings

Recruitment strategies
Typically young people are not encouraged to consider ministry by fue
key people who influence their career path. Parents, college professors, campus ministers, friends, counselors and pastors do little to encourage people to
listen for a call to ministry or to help a person begin exploring what a call to
ministry would entail-and even further, what education for church ministry
is about. Many people who sense they have a call to the ministry have been
left to figt1re Ollt on their own l1ow to turn a call into a vocation and a vocation into service. Perhaps many calls go 1111heeded because it is so difficult
for people, young adults and mid-career people alike, to navigate their way
into and through ccclesial structures. What does the college junior or senior
or young adult in his or her mid-20s know about local church leadership and
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the ch_urcli_'s educational requiren1ents for entering the n1i.nistry? Witl1out a

only

familial, ecclesial, and educational culture that holds forth pastoral ministry
as a viable option for those with the gifts to serve, seminaries have found it
more and more difficult to recruit younger candidates, brighter candidates,
ai1d candidates fro1n ethnic and underrepresented con11nunities.
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But tl1e problen1 also lies vvith sen1inaries. In ina11y cases, sen1inari.es have

developed the habit of welcoming only candidates that come to the seminary,
often accepting all who apply, rather than going out and actively recruiting
candidates. Seminaries too have largely ignored or forgotten how to help people find their way to their door.
Efforts by Congregational Ministry Program grantees demonstrate that
ecclesial cultures can cl1ange and that sen1inaries can increase the nu1nber of
applications through a variety of recruitment activities. With sustained steady
effort, recr11iting is not hnpossible: sen1it1aries are able to increase enrolhnent
' with younger and more qualified candidates when they are intentional and
proactive. The primary, and most obvious, means for increasing the quality of
students is to offer scholarships, and several schools have succeeded on that
front. But other options were tested with important results for all seminaries
to note: some schools chose to develop progrnms and parh1erships around
recruitment by hosting exploratory events, while others developed new pub-
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lication.s a11d resources for congregatio11s and Uenu1ninations that emphasize
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the call to ministry.
Sc/10la1·ships. Jn most cases, full-time scholarships for high academic
achievement yielded impressive results. Smart students bring a quality of
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the quality of life fol' all students and creating a different kind of academic
community. For example, Louisville Presbyterian Theological Seminary offered twelve students merit scholarships each year. The students not only elevated the school's academic performance but also exhibited leadership on
campus by serving as ambassadors for the seminary. About half of the scholarship students engaged in cross-cultural experiences. The progra1n's success
has led t11e sen1h1ary to ii1crease the scl101arships to three years and the nu111-

ber of scholarships to fourteen a year.
Offering scholarships allows schools not only to encourage brighter candidates to apply, but it allows sh1dents to attend school full time, which decreases the time and expense of part-tin1e studies. Sen1inary education is ofte11

delayed or forgotten when prospective students add the cost of graduate studies to their undergraduate debt and look al1ead to the prospects of a low-paying job after graduation-the math is a stark reminder that ministry entails a
forn1 of sacrifice u11like n1any other careers.

However, offering full-time scholarship support is not without its challenges, as some schools learned. The goal to increase the number of ethnic
candidates through scholarship support proved unattainable for a variety of
complicated reasons. Many candidates simply lack the eligibility requirements
for graduate study, including an undergraduate degree. But to the surprise of
many recruiters, the candidates simply could not be found. It was assumed
that a pool of eth11ic ca11didatcs were waiting to enter se1ninary education if
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only the financial means were available to them, but it now appears that money is not the only barrier. Some ethnic ministers find denomination-sponsored
ministry formation programs more amenable to their personal, family and financial situation, especially when they are taught in a native language, such
as Spanish or Korean.
A few schools were surprised to find that retention was an issue for students on full scholarship, particularly scholarships targeted toward specific
populations. For example, Aquinas Institute of Theology found that some recipients of its Millennial Generation scholarships were not ready to assume
full-time study and make the necessary commitment to a life serving in ministry. Aquinas recruited five Millennium Generation scholars a year over three
years: four students dropped out of the program, two changed programs, and
one extended his/her program beyond three years. Nearly half did not complete the MDiv degree in the tlu-ee-year period. Aquinas determined that some
young candidates come to seminary in order to discern whether they have a
call to ministry rather than arriving with a strong sense that ministry is their
vocatio11 .
Similarly, Gordon-Conwell Theological Seminary designed a scholarship
program for pastors to serve congregations in New England, a region the seminary has determined is in dire need of full-time pastors. But admissions staff
focmd it difficult to recruit sh1dents to commit to serving in New England
after graduation and those that did receive the scholarship had a difficult time
engaging in the extra programming the seminary planned around ministry
in the northeast. Gordon-Conwell planned to give twenty-five $4,000 scholarships per year, for a total of seventy-five over three years. Due to student
attrition, 129 students received the scholarship, thirty graduated and forty11ir1e are currently enrolled. Of the graduates, fifteen are serving in mirtistry,

seven have not found positions. About 37 percent dropped out of the scholarship program, either leaving the seminary altogether or enrolling in part-time
studies. The seminary experimented with part-time scholarships but focmd it
did not increase students' course-load. Financial support for full- or part-time
study could not always retain students because of the pressures of jobs, often
in ministry, and family responsibilities.
Finding partners to promote the call to ministry. Many seminaries realize
tl1at they cannot recrttit students 011 their own and th_at isst1es of recruitment,

training, and placement must be identified as a priority by the entire church.
As noted in Part One, many denominations have faced a breakdown in the
ecclesial culture that supplied the seminary with a feeder system that started
in congregations and ran thro11gh su1nmer ca_mps, colleges, and universities
to the seminary. It is not just that organizations were more directly connected
in the past than today, but that people-ministers and church leaders-were
more intentional about glliding prospective talented candidates through the
system.
One of the n1ost exciting directio11s gra11tees initiated has been partnerships between seminaries with their supporting denominational bodies
around issues of recruitment. The bt1ilding of key partnerships may prove to
have the most lasting impact on recruiting a new generation of people into
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iniI1istry. In inany cases the sen1i11ary beca1ne the catalyst and conver1er of conversations ai1d progra1n1ning arotu1d tl1e call and vocation to ini11istry. Wher1.
church leaders and ministers come together, rarely do they disagree about the
nature of the problem or the need to respond. The problem is they°rarely come
together to analyze the problem carefully or forge solutions to solve it. Sev-
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eral n1ainli11e deno1nll1ational sen1ir\aries conve11ed youth n1in_isters, ca1npus

Uni

den
ca1r
eve1

ministers, judicatory officials, seminary administrators and faculty, and local
pastors and found it was the first time that church leaders from different areas of church ministry talked together about recruitment for ministry. Lack
of connection was not t11e only barrier se1nii1aries faced. Se1ninaries learned
that one reason the people caimot stay engaged in conversation and work col·laboratively across organizations is because of the high turnover in leadership
positions, especially in middle judicatory church bodies but also in youth and
campus ministry positions. As Seattle University project directors noted, be
prepared to do more than half the work when you forge a partnership with
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hi other words, it is not uncomn1on for se1nll1aries to find partners who
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are eager to talk about recruitment but who lack sufficient resources to do
something about the problem. Progress was made when the seminary took the
lead in planning and executing the work. For example, in the United Methodist Churcl1, parh1ers realized that tlie can_didacy process is too con1plicated,
especially for younger candidates. To a college student, the ten-year process,
from candidacy tlu·ough education to ordination, is too long. Seminaries and
their parh1ers deemed it necessary to find more hospitable ways of helping
younger candidates negotiate the system and for the system to reconnect its
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One of the most compelling ways Methodist seminaries found to work at
the issue of recruitment was to parh1er with congregations ai1d judicatories to
create a "culture of the call" on the local level. Wesley Theological Seminary
discovered 011e way sen1h1aries and cl1urches are disco1u1ected h1 t11eir conversations about vocation: sen1i11aries are trying to recruit students i11to graduate
theological studies, but people in congregations are trying to discern God's
call in their lives. Wesley leaders shifted tl1eir focus to creating a culture of the

tio11

call for all Christians \Vith a11 en1pl1asis on discerni11g 111h1istry as one of many

pro:

important calls in the Christian life.
Several Methodist schools developed biblical and theological materials on
the call to ministry, highlighting the calls of both historical and contemporary
persons. An important strategy used by United Methodist schools was to shift
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the conversatio11 witl1 deno1ninational partners away fro1n professio11al crite-

ria for ministry or the problem of clergy shortage to theological interpretations
of church ministry. The culture of the call was promoted through Ministry
Sunday events (which are now required by several annual conferences) for
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which the se1nii1aries provided preacl1ers, brochures, curriculu1n 1naterials1
posters1 ai1d videos-any educatio11al or worship inaterials tl1at co11gregations
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would find useful. Some seminaries parh1ered with youth leaders around de-
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ministry. For example, Wesley Seminary parh1ered with youth leaders in the
denomination's Salt 'n Light Ministry that trains youth workers and summer
camps cmmselors and were able to reach about 4,000 youth through various
events.
Lancaster Theological Seminary was successful in bringing together seven
United Church of Christ conferences in the course of two yearly events on recr11itment. Denomll1ational and seminary leaders explored issues of vocation,
discernment, legal issues, lay ministry certification, alternative tracks to ministry education, and publicity about ministry. In addition the seminary hosted
Discover weekends, revised promotional materials, designed a workbook for
local congregations, and developed a new Web site. By increasing their admissions staff, Lancaster was able to build parmerships with chaplains, judicatory
leaders, youth ministers, and pastors. Saint Meinrad' s School of Theology tried
a similar strategy by hosting a national symposium on the Millennial Generation for national, diocesan, and parish leaders. The seminary also designed a
program for vocation directors focusing on using media and marketing more
effectively to promote ministry.
A few seminaries fo1md that the partnerships they tried to create with colleges were more difficult to navigate than expected. Two reasons seem most
evident: some college faculty and campus ministers are hesitant and unwilling to encourage young people to consider ministry. Second, college students
lack an understanding of what ministry is and what ministers do. Aquinas
lnstih.!te's research study, conducted at the beginning of the grants program,
revealed that Generation X and Millennial Generation students have little to
no awareness that ministry constitutes a profession in the church for which
people are paid. It seems that campus ministers encourage young adults who
are interested in church service to consider volunteer programs after gradua-
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Seminaries that attempted to work with colleges pursued several strategies: contacting college representatives about recrtiitment opportunities, making onsite visits to ca1np11ses, attending job fairs, and making classroom presentations about ministry. Only wl1en seminary admission.s counselors 1nade
their way into classrooms and were able to talk substantively about ministry
and seminary education was the visit worthwhile to the se1ninary. Se11ding
promotional materials to colleges garnered little interest from college students.
Over the five-year grant period, recruiting on college campuses proved too expensive and time consuming for schools that tried to consider it as a strategy
in the foture. Northern Baptist Theological Seminary leaders reported that it
takes them three to five years to establish partnerships with colleges that bear
fruit.
Exploring ministry as a vocation. Inviting college students to engage in
retreats or programs about mi11istry were more successful, thougl1 labor-intensive, strategies used by a few se1ninaries (e.g., Ministry in t11e Mountains
sponsored by Aquinas Institute; Chicago Collegiate Seminary Program sponsored by Seabury-Western Theological Seminary; and Thinking of Priesthood
retreats sponsored by Saint Meinrad's School of Theology). Exploratory progra1ns about ministry were helpf11l in_ a variety of ways for students who at-
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tended: students engaged a residential-learning experience where they could
explore ministry, theology, and vocation with peers. One of the most important outco1nes for participa11ts in Sai11t Meinrad's progran1 1vas overco1nh1g
a sense of isolation about their call to ministry because many think there is
no one else like them who could be considering the priesthood. The retreats
offered participants a chance to talk with other young men about vocation,
priesthood, and ministry as well as broaden and deepen their understanding
of vocation in the Christian life.
Each program enjoyed some success, but they all faced a common hurdle.
Finding young people to participate in the program was quite difficult for
each school. For example, Aquinas Institute was able to recmit seventy-nine
students from twenty-five colleges over four years; about thirty-five students
applied to Seabury-Western's program and thirty attended. Saint Meinrad's
parh1ered with twenty-five dioceses to offer retreats, and nearly 500 young
men participated over six years. The seminary and dioceses had difficulty
finding college or young-adult males who, if they were attending college and
are away fro1n their ho1ne parish, were unkn.own to diocesa11 leaders.

Even though the seminaries met with low interest among college recruits,
the results for those who did attend are worth noticing. Twenty-seven college
students enrolled in Seabury-Western's pmgram and thirteen are attending
seminary or graduate ;;chool in theology. Of the seventy-nine students in Aquinas I11stitt1te's progran1, sixteen are working in rniJ.1istry, 111ostly part time, and
four are in. voltn1teer service programs; anotl1er twelve are enrolled in graduate schools of theology, six are enrolled at Aquinas and four are considering
attending the seminary. About half, then, have moved closer to consideting
ministry as a vocatio11, and about a quarter of the participants are in gradu-

ate school. Even though the program did not become a direct recruiting tool
for the Institute, Aquinas found that the impact on both faculty and students
made the experience worthwhile. Nearly three quarters of Aquinas faculty
taught in the program, which heightened their knowledge and sensibilities
about Mille1mial Generation students who will soon account for the student
body all seminaries will be welcoming in the future.
Most se1ninaries ca1mot support labor-iI1ten_sive programs for college-age

students on their own, but for those that can partner with colleges to provide
exploratory experiences, the efforts may be worthwhile. The challenge will be
to find tl1e students~se1niI1ary adn1issions counselors lear11ed. that the way
to the students is through the college chaplain or a faculty member, both of
whom influe11ce you11g people's choices about service opportunities a11d careers.

A few seni_ii1aries 1vorked with co1i_gregations to sponsor exploratory
events for would-be candidates. For example, Bethel Seminary worked with
three congregatjo11s to 11ost Leadership Vision Sen1inars. The seminars were
conducted by congregational and church leaders, with the assistance of the
seminary, and focused on several age groups, including high school, collegeage, young adults, and older cl1urch members. Implementing and hosting
tl1e tvvo-day se1nll1ar proved labor-intensive because the se111inar ir1cluded

personalized mentoring and coaching for each participant regarding an as-
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sessment of personal character and leadership skills but with some important
results. Of the nearly 1,800 participants, thirty have enrolled at Bethel Seminary and another twenty-five to fifty are considering entering the school. The
seminary also discovered that the Strengths Finder and Character and Leadership Matrix were helpful tools for participants as well as members from the
sponsoring congregations, who participated in the activities of discerning gifts
for ministry and service. The one hurdle Bethel Seminary has encountered is
tracking and follow-up contact with students. The commitment to be in contact with young people who have an interest in ministry is not impossible, but
it is time-consuming and difficult work for the seminary. If the seminary can
nurture college-age candidates and keep the topic of ministry before them, the
seminary will eventually benefit.
Increasing enrollment and welcoming younger students. Seminaries that
chose to work on recruitment report an increase in enrollment during the fiveyear grant period, though the reasons why are not necessarily directly related
to grant activities. Many seminaries are finding that candidates who are applying to seminary are younger in age than in the past and some seminaries
are finding they can be more selective from their pool of candidates. Certainly
recruitment efforts, especially scholarships, have helped in a direct way, but
raising the cht1rch's conscious11ess about vocation and ministry is also having
some impact. For example, Aquinas Institute reports a 52 percent increase in
lay MDiv students, with an increase in full-time students from 116 to 176 over
the five-year grant; Eastern Mennonite Seminary has increased its FTE from
sixty to ninety-six students; Eden Theological Seminary reports a twenty-year
high in enrollment, with a majority of students, 70 percent, living on campus;
Payne Theological Seminary has increased its study body from fifty-four students in 1999 (forty-two FTE) to one hundred students in 2002 (seventy FTE);
and both St. Vladimir's Orthodox Theological Seminary and Wesley Theological Seminary report enrollments going up in all degree programs.
In addition, these same schools report an increase in the numbers of
younger candidates. In 1997 Aquinas Institute had two students tmder the age
of 30 enrolled in the MDiv program and today there are nine; Eastern Mennonite has the highest number of students under the age of 25 in last ten years;
Eden Seminary reports that 50 percent of their students are under 35 years
of age (about 30 percent are college graduates and 20 percent are a job out of
college). Louisville Presbyterian Theological Seminary reports that in 1998, 23
percent of the entering class was under the age of 30, and today it is 50 percent;
the average age of Stl\dents is down from 40 to 33. Thirty-five percent of the
students at Northern Baptist are under 30 years of age, St. Vladimir's reports
the average age is down in the past five years, and Wesley 1heological Seminary reports that one third of its entering class is under the age of 30.
Seminaries are eager to welcome youn_ger students to campus. Besides

the energy, critical questioning, and academic skills younger students bring,
they also represent a generation that seek religious meaning of both personal

_i_osth1g

ex.perience and social realities. Ma11y se1ninaries found tl1at younger st11dents

.eluded

infuse fresh ideas and bold questions into classroom discussions. Both Gen-
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eration X and Mille1mial generation students want to make a difference in
the world and have more opportunity to do so than perhaps any generation
before.
Younger students are most likely residential students. They enliven campus and residential life and becon1e i11volved in can1pus activities sucl1 as
student gover11me11t, cl1apel services, ai1d stude11t activities. More residential
stude11ts place inore de1nar1ds on son1e sen1inaries, whicl1 inost schools are
pleased to provide but can stretch campus resources. While most young students are not yet married, in the case of St. Vladimir's younger candidates are
often married with young families. The seminary is required to provide services that attend to the whole family: affordable housing, safety, playgrounds,
health insurance, and health care.
While most seminaries find it easy to adjust to the culture of younger students, having younger students is not without its challenges. Yow1g students
bring enthusiasm but are not necessarily better educated, and not all are the
ki11d of stude11ts interested in graduate sen1ii1ars i11 a rarliied topic. Many brii1g
a strong piety and are committed to living out the Gospel, though it is not a
traditional denominational piety. Many young people embrace more eclectic
tastes in spiritual matters and openly embrace and experiment with a variety of religious disciplines and ideas. Northern Baptist found that seminary
professors need to listen to what younger students are saying about 111in.istry,
formation, and today's church. If they are not listened to, they will most likely
leave the se1nll1ary.
Youn.ger students, accordii1g to Aqull1as Institute, ca11 often be "seekers"
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rather than "subscribers." Many seminaries found that they needed to help
young recruits understand the demand of seminary studies while offering
them a hospitable place to discern their Christian vocation. Of course, it has
always been the case that some people come to seminary to figure out whether
the ministry is their calling, but it appears that many more students come discerning rather than decided about ministry as their vocation. If that is the case,
seminaries need to be prepared to help people sort through personal, spiritual,

the

an_d vocational issues durii1g their studies.

ber

A key strategy to help schools achieve success in recruiting students and
promoting ministry is ad ding staff in the admissions office. Some schools
hired full-time recruiters for the first time. With more people-power, schools
were able to expand the network and number of contacts with people in par-

in (

ishes, yo1Jtl1 work, can1ps, colleges and llniversities, a11d seminary alun1ni.

Op]

Full-time staff members were also able to increase the amount and the quality

tau

of se1ninary recruihnent materials, it1cluding Web sites a11d infor1nation packets about n1h1is!Ty.
Issues of dec1.inii1g nun1bers of n1i11isters face 1nany deno1ninations. The

good news is that the trend can be reversed through a variety of strategies.
It seems that no one way is best, but that multiple strategies yield the most

results. For mainline denominational schools that have listened to the story
of mainline decline for several years, the recruitment efforts of the Congregational Ministry Program grantees should be heartening. No doubt the decline
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shifts to an incline, but the slope has not been too steep for those schools eager
to become catalyst in the system to promote the call to ministry.
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Educating about the congregation. For several decades theological educators have worked to figure out the best models for educating ministers. In the
1970s and 1980s, educators asked questions about how to overcome the gulf
between theory and practice, how best to integrate theology and ministry, and
how to help ministry students understand how congregations work In the
recent past, theological educators have grown increasingly concerned about
the social and cultural context in which ministry takes place, especially in relationship to the changing role of religion in society and the emerging multiplicity of cultures and diversity of ethnic communities in regions, cities, and
congregatio11s.

The calls for change in theological education have been numerous, but
progress toward change has been slow and incremental, without much opportunity for experimenting with new models and pedagogies. When asked why
theological education has such a difficult time changing the way it educates
ministers, two problems are consistently mentioned: the academic guilds determine the research interests and classroom focus of the faculty far more than
the contemporary needs of the church, and the practical fields, including field
education and the various courses in practical and pastoral theology are perceived as second-best, second-rate, and less academic in comparison to wl1at
is often referred to as the ' classical" disciplines. Unfortun_ately for seminaries,
the academic continues to be pitted against the practical.
Old habits die hard on most faculties and while the Congregational Ministry Program has not buried tltat culture, several exciting experiments point
to promising developments in ministry education. The experiments in contextt1al edt1cation, in particular, de1nonstrate that the context of ministry can
be a central point and place of engagement for faculty, students, pastors and
congregants. For instance, many seminary leaders argue that faculty 1nembers need to move closer to tl1e realities of congregatio11al 1ninistry by being
in conversation T.uith students and pastors about tl1e congregation or by teaching
students in congregations, and to the extent that schools could make either
happen, positive results abound. Schools moved closer to congregations in
three ways: redesigrling courses and ct1rricult1m, improving field education
opportunities with faculty involvement, and faculty members in a few schools
tat1ght courses in congregations .
Drawing the con.text of con_gregational inll1istry into course work is tl1e
primary way faculty members have "contextualized" the curriculum. As Luther Seminary noted, they had never before sent students out to investigate
1

tl1e context of co1nmunities as a site for inission. Several scl1ools have revised
or offered i1ew co11rses focusing on cult11ral and social issues in. congregatio11s.
For example, faculty at the Jesuit School of Theology at Berkley have revised

a number of courses, such as Sociology of Religion, Vatican II and U.S. Catholics, Interfaith Aesthetics, Spiritual and Religious Quests, Introduction to Ecu1nenisn1_, a11d Propl1ets: Ministry h1 a Global Context, with a11 eye to tl1e local
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cultural and ethnic realities of California and North America. The faculty also
cl1anged the 011e-sen1ester ll1tegration se1ninar to a two-se1nester course titled,
11

Ctdture, Aware11ess, In1111ersion and Analysis/' wl1ich includes a tvvo-week

iln111ersion experience in Mexico. Lutl1er Se1ninary cl1a11ged their capstone

MDiv course, Exercises in Biblical Theology, to Exercises in Biblical Theology
for Leading in Mission. Boston University designed a practical theology seminar; Church and TI1eology in the Contemporary World, which engages stude11ts in_ interdisciplinary research 011 social and ecclesial situations in several

world contexts. Regent College determined it was better to integrate its focus
on n1arketplace ministry into tvvo existing courses ratl1er than developing i1ew
courses.

About one quarter of the schools undertook a revision of the MDiv degree
with a particular contextual focus, or created new degree opportu11ities, and
many were able to revise in light of ideas they tested during the project. For
example, the Franciscan School of Theology, in response to the growing ethnic
diversity on campus (five families of origin groups) combined two degrees to
create a new degree: Masters in Ministry for a Multicultural Church. Seattle
University now requires the course, "Ministry in Multicultural Context," in its
MDiv curriculum. Christian Theological Seminary now requires one year of
contextual education based on the success of the program it developed during
the grant.
Some schools revamped field education opportunities by making them
1nore focused ai1d intentior1.al lear11ing experie11ces. Luther Se1ninary reqt1ires
four se1nesters of contextual educatio11 and a one-year inter11ship. Lut11er's

project focused on redesigning the four semesters of contextual education into
a corporate experience involving students, pastors, and faculty. Two to five
students are assigned to a site, and the students from five sites are brought together with the five pastors and one or two faculty for monthly meetings. The
curriculum focuses 011 tl1e experience of Ininistry across tl1e five congregations

and helps students to both describe and evaluate the ministry of each community. Because the meetings go beyond the traditional student-supervisor
co11versation, students are able to see several 1nodels of n1h1istry and to listen
to pastors explain why they employ the models they do. Over the course of the
five-year grant, eighty pastors and fifteen faculty members have participated
with 120 congregations.
I11 addition to e11gaging students in co11versation about ministry experiences, the Jesuit School offers students a chance to live at their contextual
education site. Stu_de11ts for1ned an i11te11tional lay co1n1nunity, Gelos I-fouse,

located at a parish in the West Oakland Deanery, where they live in community based on Ignatian spirituality and practice. Interestingly, the lay c01mnunity grew out efforts in the 1990s by students and the field education director
through an integration colloquium in the field education program. In 1997, two
years before the grant program began, the students and director met with the
parish leaders in the West Oakland Deanery to begin conversation about how
students could use their gifts for ministry in the area's underserved parishes.
After site visitsI inJerviews, a11d evalua6onsI the stude11ts becarne involved in
youtl11ninistryI a soup kitc11en, social outreach ininistriesI bturgyI a11d prayer
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groups in five parishes. The Gelos House was established as the student base
for commcmity life and ministry during their studies. In 1998, Jesuit School
faculty members committed to an Enhanced Contextual Ministry Program in
the Deanery to further establish relationships with the parishes. The Jesuit
School's commitment included Jesuit faculty members opening a house in the
Deanery, St Mary's House, in order to live in the neighborhoods in which they
were preparing students for ministry Eventually, the Jesuit School assumed
full pastoral responsibility for one of the parishes. Immersing students in the
reality of congregational ministry, then, has far-reaching consequences for faculty if they follow the students into the neighborhoods!
Other schools offered field education opportunities that included stipends
to students to serve in congregations that could not pay a stipend; creating
longer internship opportunities, especially in dynamic churches; increasing
the number of teaching parishes; and exposing students to ethnically diverse
communities. Claremont School of Theology partnered with United Methodist conferences to develop a student pastor program, with stipend, for students to serve small and ethnic congregations that could not afford a full-time
pastor. Perkins created longer internship opportunities, which can be fulfilled
throughout the MDiv program or as a one-year full-time option after course
work iS completed.
Many theological educators have realized that adding more hours to field
education is not necessarily the answer-it is the way students spend their
time in field education that makes the greatest difference. In order to change
field edt1cation into contextual edt1cation, schools are more selective about
placements, trall1ing supervisors, and engaging in researcl1. In_ a few schools,

the most radical curricular change required sending faculty to congregations
to teach. At Chicago Theologirnl Seminary, forty-five students selected the
contextual education program as their field education requirement and served
in three urban congregations; eight faculty members participated in the program as well. Chicago TI1eological Seminary's faculty took the challenge to
teach courses in the congregation wi111 an emphasis on the congregation, for
example, Reading the Psalms in Context; Worship as Local Theology; Theology of Atonement in Context; Bible and Economic Ethics; Personal and Social
Tra11sformation_ in Context. Fac11lty also participated in an integration seminar,
"Practice of Christian Ministry," with all students in the contextual education
program.
Something akin to the medical school model of education is emerging in
a few places: faculty and pastors instructing student ministers where ministry
happens. When it happens well, three outcomes emerge. First, faculty experience first-hand the realities that a minister faces day-in and day-out and they
begin to see implications for their teaching. Faculty change both what they teach
and how they teach by their immersion in the congregation. The most startling
results are when faculty in Bible, history, ethics, and theology teach their subjects to ministry students in the congregation-the setting forces them to make
the substantive content relevant to the life of faith and the practice of ministry.
Furthermore, they are challenged to help students grapple with thinking theologically about what is happening in the congregation.
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By enl1a11cii1g field education or introduci11g contextual education, sen1i11aries have strengthe11ed their relationships to pastors a11d congregations.
Both pastors and congregations become engaged in ministry education because they are invited to be intentional abont their role in educating stndents
and the context of their ministry is taken seriously by faculty members. Snch
intentionality on the part of theological educators makes pastors more con11ected to the se1ninary. For too lo11g perhaps sen1inaries l1ave assu1ned that
pastors knew what to do in terms of supervising students in field education
place1nents. Increasingly, sd1ools are givii1g 1nore attention to tl1e trainh1g and
supervisio11 of supervisors-n1akh1g it clearer what the sen1h1ary expects to
happen throngh the pastor-stndent relationship and the s\udent-congregation
experience. For example, Phillips Theological Seminary established the Council of Teaching Congregations in order to link congregations and their pastors
with 011e a11otl1er. The Council offers ministers a chance to reflect 011 their vocation as educators of ininisters.
When schools give more attention to this dynamic, they see results for
both the pastor and the student. But add into the mix a faculty member and
more can happen-the pastor becomes an honored dialogue parh1e1~ has the
opportunity to learn from the scholar, and offers the scholar a realistic appraisal of ministry today; the faculty member is challenged to think critically (what
111ost love to do)~ offer tl1eir in.Sights and wisdo1n, and are in.viled to lear11.
The primary wilmer in all of this, of course, is the student-thongh it is
probably too early to tell how mnch of a difference efforts in contextual education will make when students graduate and become congregational leaders.
But several indications point toward a model that can make a difference for
stt1dents over the long-ter111. First, more ti1ne spent hn1nersed in tlle realities
of congregational life and ministerial responsibilities enhances vocational discernn1ent-it n1akes students e11counter tl1e realities, ch_allenges, and opport11nities of ininistry in a \Vay classroo1n lectures or forn1ation activities can11ot
do. Secondly, with both faculty and pastors as conversation parh1ers, students
are able to see the intellectual dimensions to the practice of ministry and why
the study of theology and pastoral practice are so essential-it actually sends
them back to the classroom eager for more study. Making the context of ministry a central focus of theological education allows integration to happen in
a more natural way-the theological issnes and religious interpretation of the
situation arise \!\'hen practitioners a11d scholars tl1TI.1k togetl-1er about the ,context.
One in1portant activity t11at a few schools ll1itiated is student research hi
congregations. Students were able to work with faculty in developing research
projects around congregation life. Students could share their work with congregational leaders, and begin to see the impact that research can have for
understm1ding how churches grow and thrive. Boston University, through its
Center for Congregational Research and Development, engaged students in
research on developing new congregations in the New England Annual Conference (UMC). Seven congregations were started; five remain viable today.
Th_e Center consulted witl1 six otl1er congregations and conducted research for
the co11gregations tl1rough courses 011 evangelisn1 and mission.
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Finally, nothing can substitute for mentoring, guidance, and training by

excellent pastors. Students require exposure to excellent practitioners-ministers who preach every week with substance and creativity, who care for the
sick and dying with compassion, who teach the faith in compelling ways, who
build ministries in response to pressing social needs, and who manage staffs,
budgets, and buildings-all in the same week. Students need to encounter,
over time, ministers who are reading, thinking, praying, and building up communities of faith. And it is even more obvious that seminary faculty do too.
What are the key factors that make contextual education experiments work
when they do and fail when they don't? The key to success and the mark of
failure consistently lie with faculty involvement. Faculty seem willing to talk
about contextualizing theological education and designing new models for it,
but actually doing it, with students in the field, is one of the biggest changes
faculty have to embrace. At Jesuit School, faculty members had been calling
for the need to contextualize the curriculum and to make more explicit the
connections between theology, culture, and context, but the faculty was not
certain how to implement the goal. When the grant opportunity came along in
1998, the school could test some strategies to actually do contextualized teaching and learning.
Contextual education requires a change in faculty culture, identity, and
vocation. It challenges faculty to walk out the seminary doors and see the
congregation as a classroom setting. It requires a different style of teaching
where the text to be interpreted is the congregation, people's faith experience,
and the demands of ministerial responsibility. It requires different contractual
arrangements to be formed with the school. Contextual education requires
faculty to be explicit about educational philosophies and pedagogies. It requires 1norc time, w.11d for some, may threaten time devoted to scholarly pur-

suits. Junior faculty members are particularly susceptible to the demands of
the guild, and may feel unable to participate in "experimental" programs. Just
about everything that contextual education requires flies in the face of faculty
culture.
When it works, here's what happens. Faculty buy-in is high-not unanimous, but high. Most faculties agree that they have to engage student learning
in the contexts of ministry and make it happen. Second, a few faculty members
do it, and if they are the right faculty members, especially the right senior
faculty, they become advocates and promoters of contextual education. Senior
faculty can give junior faculty permission to try it. When a faculty member
directs the program or a faculty committee is designated to give oversight,
contextual education has greater academic standing. When selected faculty
members are given time and resources to purst1e scholarly research

011

issues

facing congregations, the findings become part of seminary conversations as
well as serve the interests of congregational leaders. When exciting things
are happening for students in contextual education, they bring it back to the
classroom, becoming catalysts for faculty to pay attention to the questions that
arise fro1n n1inistry. Curriculu1ns and courses begin to cl1ange.

A second very important factor in successful field and contextual education
programs is finding the right congregations to work with-pastors who have
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the time to be with students, pastors who seek intellectual engagement with
theologians, congregations that can for111 con1mittees to guide and evaluate
students 1 practice, congregations wh_ere exciti11g forn1s of 1ninistry are shapirtg
people's lives, and congregations that are co1111ected to tl1eir con1.111unities and
to com1nunity services. If the congregation is strt1ggling or i11 StU"Vival inode
or the 111inister is ineffective or burned-out, it is not a good context for students

and should be avoided. Students will be able to help struggling congregations
thrive if they have first experienced what a healthy congregation looks like.
In some cases, seminaries had to go far to find the right congregations, and
some found partners close by. For example, Perkins School of Theology part11ered vvitl1 a11 Africa11-A1nerican co11gregation i11 New Orleans that proved to
be an excellent site for one-year internships. Luther Seminary partners with
Shalom Hill in southwestern Mirmesota as a residential site. Both Jesuit School
and Chicago Theological Seminary were able to work with congregations in
nearby neighborhoods.
Finally, field or contextual education works best when schools hire the
right person to direct the program. It seems obvious, but if the wrong person
was hired, the program stumbled. Most importantly, the program raises the
profile of the field or contextual education director. Some schools utilized grant
funds to hire a full-time director of field education, which allowed them to expand relatiom;hips and programs. Claremont School of Theology, for example,
hired its first full-time director and found that it could enhance relationships
with churches by giving more time, attention, and programming to field education. One important strategy that Claremont developed was training supervisors througl1 seven

-+

011-ca1npt1s

n1eetings a year. Tl1e trainh1g sessions focus

on teaching pastors how to mentor students, but also offer perspectives on
leadership theory. The training sessions and a year-end celebration to honor
their work sent a strong message that the seminary is a place that supports
congregational ministers.
Time will tell whether the experiments in contextual education become
a movement in theological education. Contextual education could replace or
alter clinical pastoral education (CPE) as a paradigm for ministry education,
with sociological approaches being substituted for psychology and therapeutic approaches. Contextual education shifts attention from the introspective
and interpersonal skills to leadership skills in a local community. But replacing CPE would be a mistake; complementing it would be better. Emerging
emphasis on contextual analysis should support CPE education because both
are necessary for excellent inll1istry in the co11gregation.

More time and resources will be needed for schools to develop what they
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11ave started iJ.1 contextual educatio11 progran1s. Schools need resources for

faculty to develop pedagogies around teaching and learning in the context
of 1nirtistry ai1d resources to pursue research and intellectua1 work arou11d
contextual education. Schools also need to keep pursuing excellent field education opportunities. At present there is not nearly enough research, publication, and conversation going on among theological educators about how to do
contextual education and why it matters for ministry.
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Forming spiritual leaders. The development of spiritual formation programs is a second way in which schools sought to build capacity within the
MDiv curriculum. Both Catholic and Protestant schools emphasized spiritual
formation, with the Catholics adapting already existent formation programs
for ordination candidates to their lay students, and Protestant seminaries developing programs for ordination candidates for the first time.
Why the emphasis on spiritual formation? Theological educators recognize that effective pastoral ministers are grounded in a relationship with God
that is sustained over time, disciplined in practice, and bears fruit in personal
and spirihrnl dispositions and habits. Seminaries are concerned with what they
see happening to ministers once they leave seminary. A high rate of burnout,
exhaustion, and turnover in ministry is one of the negative factors pushing
seminaries to address issues of self-care and spiritual growth during seminary.
Yet another is what seminaries see coming in the door: increasing n11mbers
of students who are not ecclesially formed from birth and who are seeking
religious identity and experience. Of these, many are converts to Christianity
or to a particttlar denomination wl10, beca11se of powerful personal experiences, are seeking more knowledge about and deeper experience of the faith.
Whether these students have a call to ministry and have the capacity to lead
a congregation is not always clear when they enroll in seminary, but what is
clear is that the seminary seems to them to be a place where they can discover
more tha11 what their congregation, campus ministry, or parach11rch organization had to offer. Theological education is serving an important catechetical
role today for some students and spiritual formation programs fulfill a deep
need and hunger for many students.
An overwhelmingly positive factor drawing seminaries to spiritual formation programs is the broad cultural interest in things spiritual and an everexpanding ecumenical interest in adopting spiritual practices and traditions
from distant Cluistian relatives, and even those outside the Christian household. Who, for example, would have guessed that twenty-first centmy Lutherans and Methodists would be walking in labyrinths, fasting from meals,
or hosting centering prayer workshops? Spirituality is finding its way into
Evangelical schools' curric11ltnns and continuing edt1cation events as well
While it is easy to be skeptical about spirituality in the culture today, especially it> pop cultural forms in art and music, the quest of many Cluistians and
their pastors for authentic religious experience is profound indeed. And that
is one way to understand the thirst for the spiritual: the erosion of religious
experience and identity by cultural powers that undermine the conditions for
pursuing godly things (e.g., time, silence, beauty).
While Protestants struggle to overcome their inherent dislike for the term
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most important work accomplished in the grant projects focusing on spiritual
formation is the theological explanatio11 and rationale schools developed for the
spiritual formation program. In the case of several Protestant schools, administrators and faculty grappled with the language of spirituality, spiritual formation, and spiritual directio11 within the traditional categories of the Lutl1eran
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and Reforn1ed tradition_. For exan1ple, Southe111 Lutheran Sen1inary faculty
developed a position paper defining how spirituality can be understood in
Lutheran theological terms. Likewise, faculty of Louisville Presbyterian Seminary faculty rejected a singular approach to spirituality, choosing to recognize
diversity in tl1e Reforrned tradition as well as ecurnenical resources beyond it.
In both cases, '"'here the project ended vvas not e11v.ision.ed at the beginning
1111til the community began defining what their terms meant theologically. In
both cases the outcon1e is dra1natic. Lutheran Sout]1ern is adding t11e requiren1ent for a first-year spiritual forn1ation course on vocation; Louisville is cosponsoring a nevv Masters Degree vvith Bellar1nine University on ecun1enical
spirituality.
TI1e spiritual forn1ation progran1s are not inarginal in tl1e schools that en1phasize it. The progran1s require new staff, faculty con1111ih11ent, and student
tin1e. The 111.ost successful progra1ns are able to balance and find a solution to
these three elen1ents; progran1s that have struggled have usually found one
or n1_ore of these factors to be a n1ajor bun1p in the road. Student 'l·Villingness
seems to be high across the board, though participation does not always match
desire. The number one culprit: time. Students insist that course workload,
jobs, and family obligations keep them from participating in programs; if they
had n1ore tin1e, they v.rould be there. In i11ost cases, schools added progran1 opportunities or requiren1ents 1vithout taking anything away; in the Vl'orst cases
students resent what feels like piling-on.
Nonetheless, students increasingly participate in spiritual forn1ation. For
instance, about one-third of Lutl1eran Southern's students are involved in
spiritual direction, up fron1 zero vvhen the progra1n began five years ago. Sin1ilarly, fifty Louisville students are involved in spiritual direction groups, and
nearly 60 percent of first level students participate in vocational discernn1ent
groups. In both cases the programs are voluntary. At Saint John's all students
are required to participate iI1 spirih1al direction and report that it is the single
most important part of the ministry formation program. At Claremont School
of Theology a new five-day student orientation program is organized around
themes of spiritual practice for theological education and focuses on theological reflection, self-care, and living and studying in a inulticultural con11nunity.
The program is voluntary yet nearly 100 percent of the entering students have
participated, vvh.ich has led the sen1inary to consider requiring a course on
vocational discernment and spiritual practices in the curriculun1.
Faculty participation is n1ore difficult to deter1nine: in son1e cases faculty
are fully supportive, but don't participate~again, tin1e being the n1ain reason,
though division of labor seems to be another. Faculty may decide that spiritual fonnation is the prog.ra111 director's job and not part of tl1eir responsibility. Son1e faculty n1ay view spiritual forn1ation as unnecessary, a passing fad,
son1ething that they did not need or receive in their sen1inaty days. In the
cases vvhere the 111ajority of faculty have approved of the progra111, had input
a11d are involved in progran1 activities such as 1ncntoring, tl1eological reflection groups, leading retreats, and participating in \Vorship, all parties see111
encouraged and satisfied. ln tl1e instances in which faculty defined theologi-
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cally what spiritual formation meant in their tradition, the programs have a
clear and solid foundation.
In the case of Catholic schools sponsored by religious orders the most exciting development has been the adoption of the order's traditional practices
to the lay students' spiritual life. For instance, the Franciscan School of Theology invites students to develop a rule of life, based on the Franciscan practice
of the community bound together by a rule. In this case, students design a rule
that fits their life situation and spiritual gifts, and they are invited to a liturgy
honoring their commitment. Over the past few years about seventy students,
staff, and faculty have participated in the formation of a rule for life.
Finding the right person to direct a spiritual formation program is essential to its s11ccess. Several schools experienced htrnover in the position,
primarily because the 11 fit 11 between the person, job, and institt1tional culture
was not present. What makes for a good fit? The fit between the person and
the school's culture is essential. Obviously spiritual formation directors could
have been very talented in spirih1al formation work, but if they were new to
seminary life, or worked around rather than with faculty, they often could not
bring a nascent program to maturity.
Spiritual formation then is primarily about the ecclesial and communal
·culture that is part of the daily life of a school. A spiritual formation program
cam1ot be launched by a single director; its success depends on that person's
talent in continuity with the way the school functions. Operating against that
culture will lead to isolation of the director and marginalization of the program. In those cases where the fit was right, seminaries have retained a fulltime presence and put monies into programming beyond the grant supportthey can't in1agine being without the program or its leader.
What program directors seem to do best is to introduce the ca1npt1s to
spiritual practices and help students and faculty discern what styles and
forms of prayer best suit their temperament, personality, and way of life. They
offer retreat opportunities, introduce students to spiritual direction, work to
enhance campus worship, encourage small group sharing in Bible study and
theological reflection encourage writing in a jo11rnal, and makh1g an a1mual
retreat. In other words, successful programs have not adopted the one-stylefits-all policy, but offer experimentation and exploration in a nonjudgmental
and nonthreatening atmosphere.
The impact of programs on faculty and students is apparent. In some insta11ces faculty are drawing connections between issues ll1 spirit11al formation and academic course work and are fin.ding ways of teaching so1ne of tl1e
topics in class (e.g., a course 011 the Psahns focuses on how Christians pray
the Psalms). And in several cases, students recognize the spiritual formation
director as t}1eir pastor a11d minister. Some students are clearly attracted to
ministry of spiritual fonnation themselves and want to find ways of incorporating what they have learned in the program into their ministry. One of the
1nost importa11t elements for students across tl1e denominatio11al spectrum is
participating in spiritual direction. Most schools help shtdents find a directo1~
but whether required or not, it is one aspect of spiritual formation that seems
to have caught on and will probably continue for many as they enter full-time
ministry.
1
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As the programs have developed, schools have had to decide whether
they are required or voluntary; about half fall into one or the other category.
It appears that as progra1ns inature a11d find connections witl1 courses, aspects of the program become required. As mentioned above, some schools
are exploring a first-year requiren1ent for a course il1 vocational discern1nent.
Catl1olic schools n1ore tl1a11 Protesta11ts struggle witl1 the issue of requiring
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spiritual formation for two reasons. First, they often have a required program
for ordination candidates; if ordination candidates are required, shouldn't lay
ministers? The second reason is the lack of church requirements for lay minis-
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ters-at tl1is tin1e there are no ca11didacy requiren1ents for lay ministers prior
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to entering the seminary beyond academic requirements. Each sd1ool is struggling to figure out eligibility requirements as they go along: should students
be screened before entering, or should screening and discernment take place
once they have entered and be designated as a goal for the spiritual formation
program? In the case of lay ministers, determining vocational identity, readiness for graduate studies, and readiness for ministry all fall to the seminary,
not the church.
When programs are voluntary, they strike a note of hospitality and welcome. Forcing spiritual formatio11 on h1dividuals who are u11williI1g see1ns

like poor ministry and is counterproductive. However, voluntary programs
can face tli_c problem of low alle11dance at events and iniss so1ne students al-

together. They can resort to offering a smorgasbord of experiences to appeal
to as many students as possible but spread staff and resources very thin. Accountability becomes the biggest issue in voluntary programs: if this really
matters to the school, how can it be enforced?
Se1ninaries 11ave also learned that it is in1portant to be in co11versation

with denominational officials about formation, especially Protestant schools
that are taking on formation programs for the first time. Oftentimes enlisting
the help of denominational officials lends credibility and support to the effort.
For example, Seattle University offers stipends to denominational formation
coordinators who serve as leaders of quarterly gatherings of students from
their denomination. The strategy is particularly important at Seattle University w11ere tvvelve denominations are represented a11d where ecu111e11ical for-
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mation has a priority. But even in the midst of ecumenical formation, Seattle
places a high premiwn on denominational identity and sought assistance from
regional and congregational leaders to insure it happens.
The degree to which spiritual formation programs are effective in terms
of enhancing ministerial identity and impacting the practice of ministry is yet
to be determined. Younger students are proving to be more challenging on

aco

spiritual fonnation issues thm1 older students. For exan1ple, Fra11cisca11 School
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of Theology has found that younger students often have had little Christian
formation at home and lack understanding about the theology and changes
ste1nr11ing from tl1e Seco11d Vatican Council; they ca11 be n1ore individualistic
and consu1nerist wl1en it co1nes to spirituality.

Programs that have gone through their initial growing pains and established a regular set of program offerings have fow1d what best meets student
needs. But schools will need to find ways of tracking students beyond gradu-
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ation to discover what actually sustains people in ministry. What, of all the
many program offerings, seems to make a difference for ministry?
The enthusiasm schools show for all things spiritual needs to be checked,
however. Many of the practices that Christians and ministers are exploring
have their genesis in Catholic religious orders and that context played a very
important role in how the practices were understood and carried out. Much
can be learned from the history of religious orders about what sustains people
and their practices over time. First and foremost is community, but not just
any community; it is a community bound by a commitment, often embodied
in a rule. Rarely can an individual hold to the disciplines of daily prayer, fasting, worship, and silence; it is not impossible, but inost of us, including most

pastors, are not cut from the saint's cloth. Most people need the discipline and
rules of community life to impress on them the habits of daily doing that keep
shaping them over time. Dabbling in one spiritual practice this month, another next month, and something else next year is not the stuff of the spiritual
tradition.
Students may very well experience a community of practice in seminary,
but they won't find it in ministry. In fact, they will be looked upon to be building a community of such practice and wisdom. Yet what kinds of community
of spiritual discipline and accountability do ministers have that can help them
sustain their spiritual life over time? Finding a spiritual director or retreat
house nearby while esser1tial to sustaining one's focus, is not the same as liv-

ing and abiding in a promise-keeping community bound together in a common life.
Lay leaders seeking theological education. The advent and development
of lay persons serving the local church as ministers is a very recent phenomenon i.11 both the Catholic and Protestant connnun.ilies. Lay people serving as
leaders in congregations, of course, has a long tradition and conti11ues in many

respects today as people serve on governing boards, in catechetical roles, in
social service outreach programs, and liturgical roles. In the past, in nearly all
instances, lay persons who felt the call to ministry sought to fulfill their call to
service through ordained ministry. For example, as Protestant women sought
full-time service in ministry in the twentieth century they pushed to change
access to ordained 1ninistry and, in most instances, denominations allowed

the ordained ministry to expand to include these once excluded candidates.
But recent developments in ministry appear to be different: people are

terms

emerging in churcl1es that seek to serve as ministers b11t wl10 are 11ot inter-

·is yet
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ested in doing so through the traditional role of ordained minister. In the
Catholic community, for instance, many lay people seek positions as ministers
and choose to do so as lay people. In other words, if ordination requirements

ristian
ta11ges

cha11ged to allow wo1nei1 or married me11 to be ordained ministers, many people serving in ministry would remain unordained. Some, of course, wo11ld

alistic

prefer their status be changed, but regardless of ordination status, a different
kind of minister and a different form of ministry is emerging outside of ordinatio11. A similar pheno1neno11 ca11 be see11 in some parts of the Protestant
community where lay people are seeking formal theological education and
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positions in ministry as lay, 11ot ordained, leaders.
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The Congregational Ministry Program came along as many Catholic
schools faced the stark reality that the number of ordained candidates was
drastically decreasing and an increasing number of lay people were seeking
education for full-time ministry. Many Catholic schools, particularly those run
by religious orders, had opened their doors to lay students in the 1970s, offeriI1g Masters progra1ns h1 n1ll1istry, pri111arily in t11e area of religious education.
By the 1990s, lay people were seeking the Masters of Divinity degree, traditionally designed for ordination candidates. Increasingly, lay ministers were
finding themselves in the position of leading parishes as pastoral associates or
parish life coordinators. Catholic parishes have had to adjust to being served
by one ordained n1inister, '\vl-10 n1ay or 1nay not be in residence in the parish. If the director of religious education was the primary position of the lay
minister in the 1970s, by the 1990s the faith formation director, liturgist, and
parish administrator are the jobs most likely to be filled by lay ministers. The
shift taking place in theological education since the 1970s has been not only
the growing numbers of lay students seeking education, but the growing reality that lay ministry is a distinct vocation requiring theological explanation,
requirements for education, and ecclesial acceptance and accountability.
All nine Catholic schools chose to develop programs for lay students that
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focus on recruih11ent 1 revising curricu1un1s, developing spiritual formation
opportunities, and placi11g lay n1i11i.sters in jobs. Recrtlihnent, at t11e outset,

111€1

seemed to not be a major challenge, as the numbers of lay people serving in
ministry has been on the rise for the past two decades. Yet recruitment was
more of a challenge than anticipated: lay people find it difficult to relocate and
face financial challenges to enroll full time, especially if they have families.
In the wal<e of the sexual abuse scandals across the cow1try and the growing
fll1a11cial crisis at the diocesan and parish level, sen1iI1aries ai1d otber types
of ministry formation programs have recently experienced a decrease in the
number of students preparing for ministry. In the past year the numbern of
Catholic lay ministers enrolled in ministry education dropped by 10,000. It is
important to note that the two West Coast Catholic schools placed less emphasis on lay 1ninistry and more emphasis on n1ulticultural n1inistry, 11ot because
lay ininisters are not a reality in their area, but because tl1e de1n_ands of 1nin_istering in multicultural community requires much greater attention at the present time. For example, Franciscan School of Theology dropped "lay" from the
title of its spiritual formation program to emphasize that spiritual formation is
for all students.
Several schools, especial! y those on the West Coast and in major cities, face
the challenge of recruiting leaders from ethnic communities. The challenge
proved greater than school officials expected. Most assumed finances were
the major barrier and allotted grant funds for scholarships for minority candidates. ll1e reality proved more complicated: in some cases candidates had
good paying jobs and the prospects of full-time study at the expense of giving
up full-time pay was not feasible; for some, the prospects of full-time church
ministry was not appealing if they already had fuil-time employment; and for
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sorne, graduate studies was not possible. In several cases, scl1ools could not
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find candidates that would match their educational products; lay ethnic candidates exist for ministry, but many need theological education in ways most
seminaries do not deliver it, (e.g., certificate programs, short courses, bilingual
courses, and undergraduate courses).

By and large most lay students find employment, though the situation appears to be different in various regions of the country depending on the support, acceptance and presence of lay ministry in a diocese and region. By and
large, lay students are employed in a wide variety of positions in the church,
but the parish is not always their first choice. Lay ministers are employed as
high school religion teachers, hospital chaplains, diocesan officers, campus
ministers in high schools and colleges, and retreat directors. The parish is perceived to have strong clerical and episcopal control, low job security, and less
authority; other ecclesial contexts give lay ministers more autonomy and independence.
Schools learned that the reality of the lay minister is not always welcome
in some parts of the Catholic community. Some church leaders and parishioners would prefer priests as their ministers and see the emergence of lay ministry as a necessary response to the crisis of dwindling numbers of priests. But
other church leaders and theologians see lay ministry as an exciting development and one that has emerged not from crisis but from vocation. Important
theological work continues as scholars and church leaders define the meaning
and reality of lay ministry, which in turn has forced a rethinking of ordained
ministry. St. John's grant supported the Collegeville Ministry Seminar, which
hosted a number of leading theologians to advance thinking about lay and ordained ministry. Their work was published in the book, Orde11ng the Baptismal
Priesthood: Theologies of Ordained and Lay Ministry, in 2003.
Interet:1tiI1gl y a silrtilar pl1eno1ne11on of lay 1ninistry is emerging in some
Protestant communities, and more and more scl1ools are recognizing the need

to prepare lay leaders to serve congregations (e.g., Total Common Ministry
in the Episcopal Church and commissioned lay pastors in the Presbyterian
Church (USA)). The catalyst for lay ministry programs comes primarily from
the fact that a large number of small congregations cannot afford a full-time
pastor. Denominations are making allowances for a locally-recognized and
mandated lay person to serve as a preacher or pastor. For example, the Uni-

versity of Dubuque Theological Seminary offers eight courses online for its lay
pastor program, all of which are required by the Presbyterian Church (USA).
The seminary is also developing advanced elective courses. Four University
of Dubuque faculty members have taught in the program; adjuncts have been
recruited from around the country. The Presbyterian Church (USA) estimates
that abollt 400 lay pastors serve congregations in the United States and Puerto
Rico.
The response to the lay pastor program at Dubllque has been outstanding:
522 stttdents have taken at least one cot1rse in the past five years; eighty-seven

presbyteries have at least one student enrolled. Most students are retired or
near retirement and are seeking ways to serve their local co11gregation; very
few would ever be candidates for ordained ministry.

Summary Report II: Strengthening Congregational Ministry

Phillips Theological Seminary is also working with judicatories to offer

disc

traii1h1g to licer1sed lay ininisters. The nun1bers of lay i11inisters are increasing

COUJ

but the reality is that no church body-the seminary, the judicatories, or the
congregations-has the money to support their education. With grant support, Pl1illips was able to test, via distance education, 011e course, "Preaching the Lectionary," through video-conferencing technology to lay ministers
located in Missouri. The course had good attendance and was well-received,
but the seminary cam1ot on its own build the structures to educate lay pastors located at great distances fron1 tl1e semil1ary. Their experience raises an
important question for all to consider: Who is responsible for the education of
the local lay leader?

New delivery systems in theological education
Perhaps no other aspect of the Congregational Ministry Program developed as quickly and met with such broad and unexpected success as the strategy to deliver theological education via technology. Clearly the bias of theological educators is for full-time residential students: teaching and learning,
spiritual formation, and community life are all at an optimum if the school is
a community that joins together face-to-face and where students live together
for the duration of their course work. But the distance education strategies
have proven that teacl1ing and learrling, spiritual formation, and co1n1nu11ity
can all be gained through another medium, not so much at the expense of residential education, but as a complement to it.
Tl1e bias agall1st distance education runs deep, but the evidence n1ounted
by a few sd1ools in the Congregational Ministry Program answers nearly every critique. Two important issues stand out in regard to educati.011 via tech-

nology: what constitutes teaching and learning through the new mediums and
creating greater access to theological education.
Important developments were taking place in the evolution of technology
just as schools went to work on designing and delivering distance programs
in the late 1990s. In several instances, schools thought they would be delivering courses via vjdeo-conferencing tech11ology: live pictures a11d voices of
teachers and students reacl1il1g each otl1er across space a11d ti1ne-so1nething

akin to interactive television. But within about a year's time, the VCT technology was dee1ned too expensive and too cu111berso1ne in compariso11 to tl1e

l

'

en1e
den
ca tic
Ieng
as r:
fess
\A.rhi
th er
a cc
Fac1
brae
teac
teac

sup
fact
ablE
the
the
ject
por
Iear
line
ano

h1 t
cus
log
log
tot
giv·

Web-based Internet options that were emerging. h1terestingly, the Web-based
formats have proven to be better educational delivery systems. In other words,
advocates claim that more effective teaching and learning happens through

live
are
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011li11e courses. Ftlrtl1er1nore, schools have found they can reach inore students
in n1ore places with better educational outco1nes usil1g the I11ter11et.
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When you ask the enthusiasts to talk about distance learning via technology, they almost never talk about the teclmology. The big surprise is how
effective online teaching and learning can be for both faculty and students.
What was tl1ought to be a second-rate option, has in fact, for so1ne, becon1e a

is n

prilnary rnea11s of education for residential and distance students. Wl1at faculty n1en1bers have lear11ed about the n1erits of online teaching and learning is

translated into their classroom teaching. Some schools find that when students
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discover the merits of online learning, they request (or demand) that campus
courses offer some online features.

What is the magic of online education? Two important features have
emerged: faculty members are more intentional about how they teach and students are more active agents in the learnil1g process. Besides contextual edu-

cation programs, distance learning is the other area where faculty were challenged to change how they teach. Developing online courses is not as simple
as modifying a residential-based course; it requires essentially that the professor develop a new course. In particular teachers have to develop ways in
which students will engage the content of the material in discussion. Faculty,
then, had to learn the computer skills to execute the course, and to develop
a course that fit computer technology. Faculty resistance? Nearly universal.
Faculty conversions? Most if not all faculty involved in distance education embraced the new format. In some cases, it is not a medium in which all faculty
teaching will excel, and that seems fine for most schools.
One important element that made faculty members open to considering
teaching online courses and changing their teaching practice was the kind of
support they received, both in terms of personnel and technology. Providing
faculty with the best equipment is not enough, though it helps. Making available first-rate technology with first-rate instruction in how to use it promotes
the best outcome. If faculties are forced to use outdated equipment, much of
the focus is on getting the technology to work, and they lose focus on the subject matter being taught.
But the most important element for faculty conversion and finally support of online programs is the reaction of students. Faculty report that student
learning is enhanced-things that do not happen in a classroom happen online, in particular the way students express their ideas and interact with 011e
another arot111d important isst1es. Teaching moves beyo11d delivering content
in the classroom, to creating an environment where student learning is fo-

cused, challenged, and enhanced, especially through student-to-student dialogue.
What happens for students? Some people have a chance at being a theological student who otherwise would not. For many of these students, access
to theological education is impossible-they cannot relocate to a seminary or
give up employment for three years to complete a degree. Online learning delivers education to these highly motivated students. It appears that students
are willing to be !mined to take online courses, to invest in the computer technology and Web-based services that support the course, and to spend the time
reading and writing for class. The University of Dubuque requires online students to take a six-week technology course prior to beginning studies. There
is nothing cheap or easy about online learning for students. And the accountability factor is pretty hlgh: it is obvious if you are not participating in class.
Developing spiritual formation opportunities for students has not proven
as difficult as once thought. Schools have worked to help stc1dents find men-

fac-

tors or spiritual directors to guide i11 vocational discernment; 1nost students
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have a home church where they worship and practice ministry. Working with
supervisors for field education is a bit more of a challenge, but not impos-

93

S11111mnry Report II: St1rngt!tc11i11g Co11grcgntio11nl Mi11ish'y

I
I

sible. Most project directors have found that students take the initiative to
build a learning con1n1unity at their \VOrk and 111inistry placen1ents. Most students discover a learning con1n1unity of peers vvith their online colleagues,
people "\•Vith V\Thon1 they can share ideas and in which they can turn for support, praye1~ and counsel. Many faculty and prograin directors are surprised
and delighted to discover the depth of cmwersation and care that takes place

between students online.
Were sen1inaries able to recruit new stude11ts through dista11ce progran1s?
There is a sligl1t indication that access to theological education vja d.istance
progran1s recruits ne'v students, but the progran1s do not create new student
populations from around the country or globe. In the case of Baptist Theological Se1ninary at Richn1ond n1ost stude11ts are fron1 the region (70 percent
\Vithii1 con1111uting distance). The sen1inary has a total of 336 students and sixtee11 instructors in distance education courses, with ten of its fifteen full-ti1ne
faculty teaching in the program. By 2002, Baptist Richmond had deveJoped
tl1irteen courses; all required MDiv courses are now available to students online.
Distance courses seen1 to be a vvay for son1e students to enroll in a course
,,vithout applying for a degree, and so n1ay i11crease nondegree enrolh11ent.
So1ne nondegrec online students eventually find their vvay to being sen1inary
students. So1ne sc111ll1nries, such as the University of Dubuque, are serving
special populations. Dubuque had hoped to reach Alaskan and Native American stude11ts, who are at a far distance fron1 tl1e se1ninary, but the sen1inary
had difficulty recruiting for the courses and students did not have proper
equip111ent. Dubuque had n1ore success witl1 educating lay pastors through
distance courses.

Beyond seminary: Placing and sustaining ministers in the field

-+

Education beyond the seminary degree is an important strategy that builds
capacity. It is one of t11e n1ost varied strateg_les in the progran1 because there
are a \vi de variety of educational experiences offered, ranging fron1 lectures or
one-day workshops to three-year peer group gatherings. Another factor that
influences contll1uing education progra1ns are the variations in denon1inational culture around issues of ongoing forn1ation ai1d education in n1inlstry.
Where a culture of lifelong learning exists in a denon1ination and \Vhere expectations and rewards are high for engaging in such learning, sen1inaries are
able to develop a full menu of educational offerings, often tailored to specific
populations. But vvhere a culture of ongoii1g education is not present vvithin
congregations or denon1i11at-ional bodies-as evidenced by a lack of expectation, requiren1ents, and financial assistance~sen1inaries struggle to n1aintain
progran1n1ing at a significant level and con1e up short on effecting change
1iVithin the systen1.
Tbe difference is largely deno1ninational. Mai11li11e Protestants can boast
of a deYeloped tradition of continuing education as a systenYvvide culture for
ordained n1inisters. Evangelical Protestants can boast a congregation-based
forn1 of education vvith a highly inotivated pool of n1inisters v,rho are looking
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to develop skills for successful ministry Catholic ministers have little to boast
about in terms of encourageme11t, finances, or expectations.
Among mainline Protestants, the United Methodists have the most obvious chance for cultivating a pool of likely participants for continuing education, since they do not ordain graduates immediately after completion of the
MDiv degree. Methodist candidates undergo a three-year probationary period
for further education and discernment prior to ordination: The three-year period provides a window of opportunity for both the seminary and annual conference to work together. Wesley Theological Seminary developed a package
of educational programming for probationers (online) that focused on issues
related to transition into full-time ministry, theology of ordained ministry,
and teaching and preaching in the congregation, The probationer's program
proved far more demanding as a tool for continuing edt1cation, be.ca11se it is
course-based rather than event-based. The program is more labor intensive
for faculty and pastors but far more rewarding for both. Saint Paul School
of Theology conducted research on probationers' experience and published
a report in 2003, "The Journey from Readiness to Effectiveness: A Survey of
the Probationary Process in the UMC" The report's authm~ Lovett Weems,
co1i_cludes that 1nentoring is a key factor in assist111g probationers through the
process toward ordained ministry; supervision by district superintendents is
the least effective,
Similar to the probationary program are continuing education programs
in whicl1 se1ninaries focus on their own graduates as they inake the tra11sition from seminary to ministry, especially in the first three years. For example,
Bethel Seminary combines mentoring for solo pastors in which pastors receive
sustained coaching for eighteen months after graduation. Mentoring includes
one-on-one weekly telephu11e cor1versations, and participation in peer learning workshops focused on congregational leadership in the areas of planning,
change, finances, and outreach. Bethel leaders realized how under-represented
solo pastors are in continuing education eve11ts, even tho11gl1 they constitute a
very large number of people in ministry. Their time and resources are limited,
but one significant barrier to attracting solo pastors to events is that they are
not accustomed to asking for continuing education support from their congregations.
A similar strategy that proves successful is providing opportunities for
al11mni to participate in se1ninary contll1uing educatio11 opportunities. Grant
support allowed seminaries to offer alumni an opportunity to attend workshops by subsidizing fees and travel. Some schools developed online resources, especially discussion boards and chat rooms for pastors to stay connected
beyond graduation.
One of the most important forms of continuing education that has emerged
is the peer group or sustained learning commtmity that engages a group of
pastors and theologians in learning togetl1er over time. For example1 Lancaster Theological Seminary's Leadership Renewal Program formed eleven
groups of approximately one hundred pastors that met regularly over three
years with fac11lty. The goal of tl1e progra1n is to assist pastors i11 facing the
challenges of ministry in a diverse a11d changing context. l)astors found both
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intellectual and spiritual renewal through ongoing conversation and support
from their peers. And faculty discovered that through participating and teaching in the peer group they came to a better understanding of how postmodern realities impinge upon the daily work of pastors. Lancaster has become a
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regional resource center for congregations, reaching pastors far beyond their
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graduates, especially clergy in their region that do not know about the seminary.
Likewise, the Institute for Reformed Theology at Union Theological Seminary brings together pastors, faculty, students and denominational leaders in
colloquies tl1at ineet from four to seven tilnes over twelve to eigl1tee11 n1onths.
Students are able to participate and receive credit, and fifteen faculty members have participated over the past five years. Faculty members are able to
engage the Reformed theological tradition with pastors and students, which
have heightened the seminary's identity and profile in churches. Over the
past several years, the Institute has sponsored colloquies focusing on worship,
ecclesiology, race, and economics-all with a view to exploring a Reformed
theological understanding of pressing issues faced by ministers and their congregations. The program has been so successful, the model is beh1g replicated
in other areas of the country. Schools experimenting with peer learnh1g models are finding that a sustained learning environment allows relationships to
develop, vulnerabilities to en1erge, disagreen1ents to be expressed and inet
honestly, and interpretations to become richer and deeper.
Catholic se1ninaries are developii1g continuing ed11catio11 progra1ns to
reach lay mh1isters. A few schools devoted financial and full-thne personnel
resources to develop and promote a continuing education program but with
mixed results. A survey of lay ministers ill Minnesota revealed to St. Jolu1' s
that lay mmisters generally are mterested in ongoing learnmg, as are ordained
members, but most do not have the time or the money to support hwolvement
h1 such educational opportunities. Because of the size and scope of the parish
progmms directed by lay ministers, it is a fact that they are overworked and do
not have much time. But it is also true that there is little expectation for professional development because there is little recognition that tl1ey are professionals. A culture for learning will develop as the recognition and requirements for
lay ministers become more widely accepted. Catholic seminaries will have a
difficult time creating this culture on their own; they certainly ca1mot support
it financially or subsidize it for long.
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Catholic school that offered workshops and peer learning opportunities. For
instance, St. )olu1's sponsored ninety events with about 1,500 participants but
cancelled 40 percent of the programs. Washington 111eological Union found it
particularly difficult to recruit pastors to attend one-day events with all costs
covered because they could not leave their work. Sah1t Meinrad's Church
Leadership Center was designed to serve ongoing educational needs of ministers, with the hope that parish teams would utilize the Center's programs as
well as come for retreats, but only three parish staffs could afford the time to
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Catholic schools are finding a way to serve ethnic ministers in continuing
education programs. The Jesuit School offers a two-week Hispanic Institute
that focuses on theology and ministry. Students are able to take eight courses
over three summers for a certificate in ministry. The Franciscan School of Theology, likewise, collaborates with Latino, Vietnamese, Filipino, and AfricanAmerican conununities to host a s11mmer institute certificate program. With
sustained attention to the needs of all ministers, Catholic schools have gone a
long way in creating a culture of professional learning and development, and
without their efforts, many lay ministers would have little opportlmity for
continuing education.

Part Two: Making strategic advances to strengthen capacity

Strengthening essential capacities
What capacities for training high quality congregational ministers are essential for theological education today? Many answers are the same as those
answers from ten or fifty or a hundred years ago: excellent leadership, firstrate faculty, quality students, strong finances, and a stable infrastructure. But
additional capacities have emerged that are particular to the ecclesial and
social sit11ation of many seminaries today-capacities that involve working
creatively and flexibly to build partnerships within ecclesial systems that are
diminisl1ing; capacities to create a momentum and irlterest in ministry within
the churches; capacities to create multiple forms and avenues to theological
education beyond graduate degrees; and capacities to respond to an environment of religious and moral pluralism that continues to impact religious identity and community.
Great Leaders. Seminaries need pre;;;iderlts cu1d deans who car1 lead with
ecclesial and intellectual vision-leaders who know the realities of their
church bodies and can be a leader within the church beyond the seminary and
who know the realities of graduate professional education and can operate
creatively and efficiently in the context of multiple demands on the educational system. In speaking with presidents and deans to prepare this report, I
asked ll1terviewees what they saw as tl1e three most pressing concerns facing
theological education in the next five to ten years. Every person answered
that finances are a major challenge facing theological education, regardless
of the size of the school, endowment, or denominational relationships. Many
are worried that the MDiv degree is not affordable and that many sh1dents
will choose other options than the seminary for ministry education. Of course,
many presidents ai1d dea11s are concer11ed about cultivating tl1e younger ge11eration, enough of whom will stay in ministry for a lifetime and who will be
attracted to serving in the co11gregation .
But finances and students were not always the first answer to my question. For many presidents or deans who view their role primarily as church
leaders and public intellectuals the problems are much broader in scope. I
heard concerns about the changing demography of America and how to
prepare ministers for a world that is coming to be. Alongside the growing
pluralism of American Christianity, many presidents and deans noted the in-
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ternational situation and the way global pluralism changes the way religious
peoples live together for better or worse. How will we prepare ministers who
are firmly grounded in their Christian identity but able to navigate in plural
religious, social, and etlu1ic enviro11111e1i_ts where otl1er perspectives a11d vvays
of life need to be honored? Many worry about religious communities becoming closed, balkanized, and living in opposition, at times violently, with their
neighbors. How can congregational ministers lead both tl1eir congregants as
well as be a public voice for the social good 7
Beyond presidents and deans, theological education needs good leaders
in key organizational positions that serve students' direct needs and that work
directly with partner organizations: directors of spiritual formation, field or
co11textual education, church relatio11s, distance lear11ing progra1ns, a11d institutional advancement. Not only do schools need strong leaders in each of
these key positions, but they need the right people in the right roles. Regardless of position, if a person was hired through the grant and did not fit the
institutional culture or possess the necessary skills to navigate tl1e administration and faculty culture, the strategy came to a standstill, and in some cases set
the seminary back
The question that needs serious attention is, how do we recruit the best
and the brightest administrators and staffs into theological education? What
are tl1e feeder syste111s that develop the necessary qualities to be a good dear1
or director of church relations, field education, or spiritual formation? What
ca11 be do11e to inake sure ad1rdnistrators a11d their staffs 11ave the 11ecessary
support, conti11lling education, spiritual for1nation, a11d vocational discernment to do their jobs well?
Most seminaries cannot afford to have multiple staff positions in each office: ii1 n1ar1y cases one or two people work in each area (or in son1e cases one
person covers two or more jobs), making the need for highly skilled administrators and staff paramount to the success of the work. 111eological education needs administrators who can understand the complexities of theological
edt1cation as well as de110111inational realities and at the san1e thne be creative
agents working at a variety of fronts to effect change in educational and ecclesial systems. When staff officers do not have the collegial support to do so,
they become isolated. Oftentimes, the solution offered is to make sure those
positions are filled by faculty, so the person has the status and governance role
accorded to the faculty. But are there ways to expand governance to include
people in key leadership positions beyond the faculty, for example, directors
of field or contextual education, spiritual formation, or ch11.rcl1 relations?
Faculty involvement. In the majority of schools, some if not most faculty
members were engaged in some aspect of the Congregational Ministry Progra1n: teachi11g new or redesig11ed cot1rses, v,rorking with field education projects, teaching in continuing education programs. If project leaders found that
they had a difficult time engaging faculty members in the grants project, it was
pri111ari1y because of two main reasons: ti111e ai1d expertise.
It is important to note how much faculty roles have expanded in the past
twenty years. Not only is the knowledge base in every theological discipline
growii1g, but areas of scholarship are n1ore specialized. It is not fair to con1-
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agent all add more and more work-more is added but little is taken away. So,
when energetic staff persons are hired to run a new program and they cannot
garner faculty enthusiasm or participation, they are running up against certain realities shaping the complex (and multiple) role of seminary professors.
In most cases, faculty members go out of their way to assist students and serve
the school. Recently at Eastern Mennonite Seminary, for example, some fulltime faculty contributed their salary raise to student scholarships. Such faculty
commitment does not go unnoticed by students: some of the students with the
highest awards volunteered to contribute back a total of $5,000 to incoming
students.
A highly successful strategy employed by several schools involved building a body of knowledge through research on issues important to the church, to
congregations, and to the seminary. One grantee noted that all schools should
be required to do research at the outset of a grant. In those cases where grantees did conduct research at the beginning, the findings proved particularly
helpful in gaining perspective on an issue before providing a programmatic solution. Saint Paul's study of probationaiy candidates clarifies what candidates
found most useful during the probationary period, what inhibits their growth

5 01i.e

a11d developn1ent, an_d what points of tb_e systen1 urc weakest in. aiding can-

min-

didates through the process. Most importantly, the research provided a platform for partnerships with annual conferences and the Boards of Ordained
Minis\Ty. The seminary supplied church officials with immediate and relevant
knowledge about the situation of probationary candidates, which could be
used to adjust and improve the process in each conference. In this instance the
seminary serves as an intellectual center for the church engaged in meaningful
applied research.
Strategic vision. Strategic vision is an importa11t capacity for scl1ools, especially when it is based on a realistic appraisal of the state of church ministry
and the intellectual challenges facing Christian communities today. Strategies
require a grasp of the seminary as a player in larger ecclesial, educational, and
social systems but also require a realistic sense of how to work to effect realistic change. Strategic visions have to be translated into discrete projects, and
the most effective projects are those that work steadily at incremental change
over thne. So1ne se1ninaries ca11 multitask, affecting change at many points in
the system at one time, but most cannot do so at a high level of engagement,
energy, and progress, especially when the church is in a state of dissipation.
Seminaries need to cl1oose strategic advances that fit t11eir capacities and
be realistic about the time it will take to make change happen-it is going to
be slow. Most seminaries don't have a lot of room for failure, so they need to
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pare what faculties have to know and communicate today with the intellectual
work of theological faculty in the 1950s or 60s. A constant faculty concern is
how to manage the information flow, how to keep up in one's discipline, how
to at least sound like you know what is happening in other theological disciplines let alone disciplines outside theology. If schools were working on contextual education or spiritual formation projects, faculty were often working
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proceed vvith care. The n1ost effective change starts out sn1all, realizes son1e
success, 111akes adjush11ents througl1 failure, gains n1.on1entu111, adds further
dhnensions, and e\Tentually beco1nes a n1oven1ent. But rarely can aJl that happe11 in five years-in n1ost cases institutional leaders are looking ten to fifteen
years down the road to affect the kind of change they desire.
Why is change so slow, especially whe11 it is so obvious vrhat needs to
happen? One obvious reason is tJ1at n1any sen1inaries, especially 111ainline
Protestants, have n1oved so far away fron1 their denon1inational sponsors that
it requires time to just get to know each other, build up sufficient trust and
dispel suspicions, and create a shared ·vision about what can be done together.
Bridging the gulf between seminary and middle judicatories has proven one
of the most challenging tasks in strengthening capacity. Most seminary leaders
co1nplai11about11ow 1veak these systems have beco1ne how u11sure people are
of their roles within the system, B1e dire financial situation, and the constant
turnover of perso1u1el-very Httle that points to a stable environn1ent vvhere
sen1i.naries can be working.
Good strategies include evaluation ai1d disse1nination both of 1vl1ich are
essential to building capacity. All schools were encouraged to engage in some
for1n of i11ternal evaluation, and n1ost took up the challenge. Sen1inaries tend
to think of evaluation in ter111s of answering to external den1ands, such as
accreditation or foundation reguircn1ents, but tl1e Cor1gregatio11al Ministry
Progran1 grantees were encouraged to thi11k of evaluation as a way to build
a culture of evide11ce and lear11ing for then1selves, their partners, and other
theological schools. Most schools did conduct good internal e\'aluation of
their programs and by the end of the grant had a realistic sense of the impact
progra1n111ing 11ad on participants. Son1e schools invited outside evaluators to
give additional critique to their work.
Grantees are eager to disse1ninate ir1forn1ation about their progran1s and
about insights i11to vvhat they are learni11g. Nearly. all schools used seminary
publicatio11s to do so: ncvvsletters, magazines, Web sites, and pron1otional n1aterials. Son1e pro1noted tl.1eir progran1s through deno1YJ.inational publications.
ln terms of research publications, about a dozen books were published by faculty 1nen1bers, and several n1ore books are forthcon1ing.
The 1Jotto11z line. The n1ost disturbi11g reaHty is the financial position rnany
se1ninaries face, as n1entioned above. Wh.ilc son1e have large endown1cnts,
n1ost have seen revenue strcan1s dV\rindle to a trickle. Again, n1ost n1ainline
Protestant sen1.h1aries have seen a significant decrease i11 denon1inational support in a very short period of time, something that tuition dollars will not
111ake up. Catholic sen1inaries that have a n1ajority of lay students scra1nble to
find scholarship inoney fron1 private donors; rarely is there diocesan financial
support for these ininistcrs.
Se1ninaries are increasingly dependent on four sources of revenue: private donors, tuition, endown1ents, and grants. Most se1ninaries are working
very hard, primarily by adding staff in development offices, to get donors to
support the annual ftu1d, scholarships, or endovved cl1airs. During the recent
econon1ic do·vvnturn, n1any sen1inaries did not reacl1 tl1e goals they drean1ed
of in 1998 but were able to keep apace and connect 111ore and more i11dividu-
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als to the seminary's work. Even in difficult economic times over the past five
years, seminaries with people working full-time on fundraising experienced
gains in annual fund drives, though few could raise the funds to support the
entire grant budget beyond the end of the grant period.
Student tuition dollars do help the bottom line, but the cost of educating
seminary students is quite high for most schools because tuition is heavily subsidized. In university-based seminaries, the seminary student e11ds up costing

a great deal more to educate than the other professional schools precisely because tuition is kept low. Obviously, more students create more tuition dollars,
but it also demands more support in terms of scholarship money and other
forms of tuition assistance. Very few seminaries can survive into the future on

tuition dollars alone.
Endowments help seminaries immensely, though growing the endowment is a constant challenge. Again, the economy after 2000 saw more losses
than gains. Many seminaries nm the normal cycle of capital campaigns and
it appears that those who are undertaking major campaigns are meeting with
success. A quite successful strategy several schools employed is raising money
to support a faculty position through an endowed chair. Several schools were
able to secure the funds to keep a new faculty position hired tlu·ough the grant
in the relatively short period of five years.
Good grants. Obviously grant money is a much sought after source of
revenue for schools, and the Congregational Ministry Program provided the
largest sum of money offered to seminaries tlu·ough one grant program from
a foundation (up to $1.5 million). Seminaries can learn important lessons from
this program about large grant projects and budgets. Lesson One: Big is not
necessarily better. Obviously, one size does not fit all because seminaries vary
so m11ch in terms of size, a11d not all seminaries can absorb a large grant in

the same way. Some struggled to spend the money in five years in ways that
were both prudent and helpful. Some schools advanced a super-sized strategy
based on their analysis of an entirely broken ecclesial system that needed fixing, but these schools could only make advances on a few fronts, both because
of the limitations of their capacities, but also due to the weakness of the systems in which they attempted to work.
One factor about large grants is that they can prove to be difficult to manage for semiI1ary leaders because t11ey require extensive ad1ninistrative at-

tention, more than most people realize at the outset. The reason is that large
grants are usmlly comprised of several discrete projects, each of which could
be a grant project on its own. One wise president remarked that they passed
up an opportunity for another large grant because they needed to raise their
own capacity to relate to donors and not become dependent on grant funds for
nor1nal operation.s.
What large grants do best is make room for experiments-they allow
schools to try something new, take a risk, fail here and there, and find out
what works. In most cases tl1e Co11gregatio11al Ministry Program projects were
experiments on both a large and small scale and they allowed schools to do
things they never could have on their own. Many schools were already defining strategies, identifying issues and needs, and looking to pursue some
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fronts: the grant allowed schools to accelerate the timeline and make those
realities happen more quickly. Large grants allow for extra support to do some
work more quickly, but if the project proceeds too fast it is neither manageable
11or sustall1able.
Lesson Two: I<eep pla1111i11g (and evaluating) so that when opportunities
arise, ideas and projects ca11 be pursued, even if it is not clear at the thne 11ovv
the work will be funded. Large scale strategies were able to accomplish more
when they had a solid plan in place before the request for proposals arrived at
tl1e door. As a wise person 011ce said, money 1neans work: co11sider wl1at work
needs to be accomplished and then ask for the money to support the work.
Lesson Three: Small is beautiful. Grant projects that aim at one or two strategic adva11ces and work to inake incremental adva11ces were able to see significant results. Some schools chose to hire one person to work on one project;
some schools chose to partner with a few congregations or one middle church
body; some chose to work on one issue with one set of partners. In other
words, schools with small grant projects (embedded within the school's larger
strategy) began by working with a few key people to build relationships so
that institutional partnerships could evolve, and they placed the right people
in key positions who have gone on to become change agents in the system.
Generally, they had an easier time managing the grant.
Wh_at's best, tl1en, large or s111all grants? Lesson Four: Right-sized projects
have the greatest success and impact. Large, medium, or small grants are all good
and can_ eacl1 have a tren1e11dous linpact 011 t11e i11stitution and project par~
ticipants. What matters most is that the size of the project matches the capacities of the school, that the project does not overreach and strain the school's
capacities, nor t11at it be too small so as n.ot to inake roon1 for cTeative thinking, trials, and adjustments. Good grants have a kind of institutional integrity,
which matters far more than the budget total.
Creating energy and focus around a key issue is an important strategy:
get people's attention and hold it. It takes tremendous work to do both, but
grantees could feel and see the system shift ever so slightly if they persisted
long enough. A few seminaries faced significant internal changes during the
grant period, including a change of president, accreditation visits from ATS,
and turnover in faculty, all of which consume time and energy and make it difficult to keep up with grant-related activities. Turnover is a significant issue in
seminaries as well as denominations. For example, nearly half of the forty-five
schools hired a new president or academic dean during the course of the grant
period.
One successful vvay to garner attentio11 by t11e se1ninary co1n1nunjty ai1d
its supporters is by creatll1g a ce11ter or institute. Centers allow tl1e sen1inary
to get people's attention, both inside and outside the school. It becomes a foc11sed opportru1ity for fund.raising a11d a way for tu1iversity-based se1ninaries
to receive funding through university structures. It can also be a vehicle for
creating parh1erships, especially with partners that are leery of the seminary
a11d perceive the center or ll1stitute as a11 autono1nous entity. For exa111ple,
Chicago Theological Seminary's Center for Community Transformation is a
nonprofit age11cy. The no11profit status is an easier way to raise 1noney for tl1e
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seminary, and congregations found it easier to enter a partnership with nonprofit than a seminary. Centers and institutes can be especially effective when
their focus and energy are driven back into the institution and especially the
curriculum. But if they become too separate from the school's day-to-day business, they run the risk of becoming parallel entities.
Being part of a grant program has added advantages for grantees: the opportunity to learn from others, enlarge the circle of conversation partners, and
receive critique and counsel from others doing similar work. T11e Congregational Ministry Program grantees enjoyed participating in peer groups and
an annual forum, though it did add more work onto their full agendas, which
was not accounted for at the outset of the program. But all in all, peer-learning by theological educators proved more beneficial than problematic. In fact,
many grantees boast of "stealing" good ideas from other schools, which they
would not have pursued if they weren't in dialogue with each other. A successful program breeds success-when other schools hear about it, it is common that they are soon replicating successful strategies.
Applicants expressed appreciation to Lilly Endowment both for the size
of the grants made available and for pressing them to address vital questions
about seminary education in relationship to congregational ministry. Because
of the substantial size and flexibility of the grants, seminaries will be able to
strengthen their MDiv programs more quickly and more thoroughly than
would have been the case without such assistance. The program stimulated
schools to address structurally important, though often neglected, issues facing theological education in a complex and changing environment. In addition to financial support for individual schools, the results show that Lilly Endowment has also assisted church leaders in thinking strategically about their
irtstitutions by supporting research that provides them with valuable information and by supporting effective leadership education programs.

Building capacities and making connections
Partnerships matter. Building partnerships proved to be a key strategy

1inary

for Congregational Ministry Program grantees, but for most it was lmcharted
territory. It has taken a long time for seminaries and the church to become
separate entities and a long time for feeder systems to disintegrate-reversing
or changing these trends does not happen overnight. As Phillips Theological Seminary discovered, judicatory officials relate to the seminary, but they
are not necessarily connected to each other or to all the congregations-the
seminary becomes the point in which people across congregations and several
judicatories can come together. Obviously partnerships work for seminaries if
there is someone assigned to pay attention to the partnership; if the relationship is understaffed, it won't work. Project leaders found they had to go out
and "hustle" partnerships by visiting ch11rches and meetii1g with pastors ai1d
the congregation repeatedly.
Congregations proved viable partners for theological schools in relation-
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The inost effective strategy was to enter a conversation vvith congregational
leaders listening for vvhat the congregation needed, \Vhat one president called
the blank-legal-pad approach: tell us what your needs are and we will try to
develop programs to respond. A partnership was born if the seminary had
resources to assist the congregation.
Listening, serving, and responding to congregational needs are th.e n1ost
viable ways for sen1inaries to build the sen1inary-congregatio11 parh1ership.
Many co11gregations can be suspicious of sen1inaries: pastors know the se1ninary by their presidents who are seeking gifts and donations or field educatio11 directors \Vho are seeking a site for a student. In n1ost cases, it has been the
se111inary asking for sonr_ethil1g fron1 tbe congregatio11.
Several sen1inaries reversed that patter11 and asked congregations: What
can we do to help you strengthen your ministry and mission? When the seminary provided catecl1etical n1aterials, preachi.ng aids, or teachers and preachers around issues of vocational call and discen1111e11t congregations used the
materials and developed ongoing programs with the assistance of the seminary. The e11gagen1ent bet\veen se1ni11ary ai1d congregation happened around
a core issue for all Christia11 co1n1nunities-one that botl1 i11stitutions share
together-but seminaries did not cast it in too narrow of terms. Wesley Theological Seminary, for example, did not ask the congregation: help us recruit
people into ordai1tetl n1inistry, but rather, vvhat can we do to help you pron1ote
a "culture of the call" in your congregation. Bethel Seminary found a tool that
had immediate benefit to the congregation that enabled people to understand
their leadership gifts. According to Bethel, "we never say to a church you need
to partner with us, but rather we'd like to serve your leadership needs."
Parh1erships with denominational organizations, particularly 111iddle
church bodies, proved difficult-many church leaders expressed interest, desire, and enthusiasm for the partnership with the seminary but could offer
little to help support the effort. For example, Catholic dioceses do not recruit
lay 111ii1isters; 1nost of their efforts are focused on priesthood candidates. Yet
even efforts to V\'ork with diocesan vocation directors, as Saint Meinrad's 11oted, proved difficult because of high turnover and directors working more than
one job. Catholic schools sponsored by religious orders generally experience
strong con11ectio11s and support fron1 tl1e con1111unity, but inost con1n1unities,
because of dwll1dling n1en1bership, do not have financial or bu.man resources
to offer the scn1inary. As each rcligiot1s con1munity supports fewer and fev·,rer
parishes, the lay graduates have less and less connection to their parishes. Dioceses do not 11ave systems or resources to aid the se1ninary in placing students.
Lay n1inisters becon1e free agents in an open n1arket.
In rnany cases parh1ershi_ps were uneven and unequal. The Jesuit Scl1ool
knew at the outset that a con1111itn1ent to working in the West Oakland Deanery n1eant serving in a resource-poor environn1ent. Seattle University experienced tremendous cooperation fron1 judicatory officials but not 111uch dependability. Seattle 1-vil11essed at least 80 percent turnover in judicatory leadersl1ip
in five years.
Wbat benefits accrue fron1 partnerships for the partners? Following on
Robert Puh1an1's 110\V fan1ous idea of social capital, one way to identify the

104

benef:
parh1•
parh1•
ten1s,
hun1a
becaL:
partn
they 1
and v
of pa:
and t
wors
to get
n1akE
cann1
ii1g S1

r
ten1.
zatio
scho1
churr
has l
in pl
ters,
lea di
te1n
diffo
Niel
The
n1in:
n1en
and
forn
COll)

que:
situ.
issu
tog<
gre~

org;
Cor
ca ti
for
and

r

Kathleen A. Cahalan

,I
•I

~ational

t called
'l try to
1ry had
L€

most

ership.
semieduca2en the
2

: What
=semi-

>reacl1-

sed the
~ semiiround

, share
Theorecruit
omote

ol that
rstand
1need
iiddle
st, de-

' offer
·ecru it

!

"· Yet
snot~ tha11
~ience

:i.ities,
i11rces
fewer
. Diolents.

benefits is to describe the various kinds of capital that are built up through
partnerships. I think seminaries develop three kinds of capital when they form
partnerships with congregations and other church organizations: social, systems, and intellectual capital. Social capital refers to the kind and quality of
human relationships that are formed and the bonds that develop over time
because of the personal interchange that takes place between persons. Strong
partnerships are formed because people come to know and trust one another;
they learn something about each other that builds a base for ongoing dialogue
and work. Chicago Theological Seminary was able to overcome the suspicion
of pastors by being a steady presence week-in and week-out at the churchesand this included the project director and faculty regularly attending Sunday
worship services. People are more willing to do more work in order to work
togethe1~ which is what partnerships usually mean, if they think the work will
make a real difference. Organizations-particularly church organizationsca1mot build partnerships without significant personal relationships-building social capital-as the starting point.
Partnerships between ecclesial organizations also build up the church system. Systems capital, then, refers to the kind of cmmectedness between organizatiorts that so 1nany se1nin.aries have seen wane-connections to camps, higl1
schools, parishes and congregations, hospitals, social service agencies, middle
church bodies, and national church bodies. In several instances, the seminary
has become a catalyst in building systems capital, in many ways ftmctioning
in place of other parts of the system-gathering pastors and campus ministers, or social ministers and judicatory officials, or youth ministers and church
leaders-conversations between different players in different parts of the system that don't necessarily take place.
The seminary also builds Ltp intellectual capital for the church. It would be
difficult to write a report on theological education and not refer to H. Richard
Niebuhr's definition of the seminary as the intellectual center of the church.
The seminary builds up intellectual capital for the church by learning from
ministers and, in turn, critically reflecting upon ministry and faith in all its dimensions and contexts. And it does so by providing biblical, historical, ethical,
and theological wisdom to help communities and their leaders discern faithful
forms of witness, worsl1ip, and service.

+ rship

Partnerships are forged when intellectual capital is at the service of the
congregation and denomination-when scholars go to work on important
questions facing communities, offer church leaders helpful diagnoses of the
situation, and theological frameworks for thinking about ecclesial and social
issues. Partnerships are further strengthened when people are invited to think
together about the meaning and implications of research findings.
But building up intellectual capital for the church is the role of both the congregation and the seminary. In fact, a thriving ch11rch reqt1ires that all ecclesial
organizations be intellectual centers for the church, a point Niebuhr missed.
Congregations play a central role because they are the primary place of edu-
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as co11gregations are invited to learn froITl the researcl1, writiI1g, and teachi11g

generated by seminary teachers and leaders. The church would surely benefit
if mutual learning Y\ras at the heart of the parh1ersl1ip between corlgregatio11s
ai1d se1ninaries.

-+

Expanding opportunities for tlteological education. The primary way
sen1inaries provide educatio11 for n1inistry is through gtaduate-level MDiv
degree programs; many also offer two-year masters-level pastoral ministry
degrees and doctor of ministry degrees beyond the MDiv. One concern emerging among theological educators is whether other forms of education need to
be developed along side the MDiv degree. In some denominations, such as
the United Methodist, such optfons have been available for some time. M011y
UMC pastors participate in course-of-study programs in order to be licensed
as a local pastor. Most programs take place in the summer, and there are a
growing number of Spanish programs offered for Hispanic ministers.
In the Catholic community, the majority of lay ministers are trained in di0Cesan.-spo11sored n1iI1istry formation progran1s, wl1ich may or inay 11ot carry
college credit. Likewise, diaconate candidates are not being trained in semin_aries, but h1 diocesan-based programs. In the case of Newn1a11 College in
western Canada, the lay MDiv program proved too demanding for candidates
who lived a far distance and could only attend part time. The schools determined that a BTh degree offered online, with two month-long summer sessio11s on ca1npus was more amenable to these stude11ts a11d wo1lld guarantee
high retention and graduation rates.
Easter11 Me1u1onite Se1ninary respo11ded to its de110111ii1ation's i1eed for
ministers by developing a program of study for bi-vocational pastors, which
consists of thirty undergraduate credits over three years. The seminary designed the program with area congregations so the local churches had a commitment and stake in its success; the seminary is responsible for delivering the
academic content and spiritual fotn1atio11 for inil1istry.
In addition to offering undergraduate or certificate programs, schools are
exploring with offering the MDiv program at a different site. Union PSCE, for
example, is offering the MDiv degree at an extension site in Charlotte, North
Carolina, where a majority of Afric011-American candidates can attend. Luther
Seminary is also developing distant sites in western states where the congregation becomes the residence for theological education. Again students are
able to do up to two years of the MDiv curriculum online and attend some
courses at a site not far from home. Fuller Theological Serninary has developed a full-service extension site il1 Phoe11ix Arizo11a.
Many schools want to prepare n1i11isters to serve the growin.g etlu1ic diversity within the Christian community. But most realize that recruiting into the
traditional MDiv program will not be the route to ministry education for many
Hispanic, I<orean., Vietnamese, and otber eth1ric ilnmigra11t groups, at least in
the immediate future. Providing other viable options for these ministers and
their communities will be ai1 in1portant service seminaries can provide-sucl1
opportunities can uphold the vision of educated congregational leaders.
Seminaries cannot be viewed as elite institutio11s that are unresponsive
to the different levels and needs for ministry preparation. What is becoming
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clear in many denominations is that there are a growing number of people
leading congregations as ministers who do not have an MDiv degree, who
do not plan to get an MDiv degree, and who do not have the time, money,
or educational background to fulfill the requirements for the MDiv. How is
theological education responding to the educational needs of these ministers?
Can seminaries afford to ignore these students because they do not fit the
MDiv profile? Should the seminary expand training for ministry outside the
MDiv through undergraduate credit or certificate programs or partner more
intentionally with those organizations that do? Certificate programs or tmdergraduate programs may or may not serve as a feeder into the MDiv degree or
graduate stl1dies, so se1ninaries will need to determine, according to their own
ecclesial traditions, what kind of competence is necessary for different levels
of training in ministry-from the most basic to the most advanced.
Expanding educational opportunities for training in ministry does not
need to diminish the priority of the MDiv degree, which most denominations
require for ordained ministers. Seminaries are obviously in a difficult position. On the one hand, there are those theological educators who claim that
the MDiv should be expanded beyond its current three-years in order to better
train students who come to seminary with little theological background. On
the other hand, seminaries are being asked to provide training that is not at the
standard of the MDiv program and not at the Masters-degree level. It is difficult for many seminaries to respond to that demand after working so long and
hard to establish graduate education as the norm in their denomination. Most
seminaries work according to the premise that ministry demands high-quality
education at the graduate level. Of course, seminaries do not have the luxmy
of being all things to all people, so determining what kinds of educational programs the seminary can provide in addition to the MDiv, and what kinds of
programs denominational partners should provide, will be an ongoing question facing church leaders in the future.
Part Three: Conclusion

Congregations serving seminaries
Perhaps pastoral imagination is really Christian imagination, the ability to
see eschatologically, to see with eyes of the heart enlightened. I think of my
academic training in the close reading of a text and realize that I still do
that, but the text is not simply the scripture or a theologian. The text is also
the congregation. My Jab in the preaching moment is to read our lives as a
community and reflect it back through the lens of faith. To claim our broken
bodies as God's.
Lillian Daniel
Congregations are the frontline of the church's mission in the world. Consider, for instance, what happened nationally and globally in the past five years
as the Congregational Grants Program was underway. On September 11, 2001,
U.S. citizens experienced an unprecedented attack on New York City that has
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resulted in a vvar on terrorisn1, a war in Iraq, a11d increasing n1easures to secure
t11e nation. Tl1e U.S. econon1y underwent significant changes front tl1e strong
gains enjoyed in the 1990s, which effected nearly every nonprofit organization
small and large. Clergy sexual abuse and the status of homosexual persons as
n1lllisters and in legal unions were tvvo issues that ca11sed significant pai11, confusion, and questioned the credibility of church leaders. The list could go on.
What is in1portant is tl1at co11gregations, tl1eir ministers and 111en1bers,
have to 1nake sense of these realities every week-a n1inister has to preach the
Gospel in light of the signs of the times, but much of what is taking place in the
lives of American Christians is unfolding rapidly and with consequences that
few can imagine. The national and vvorld events re1nind theological educators
that the church needs wise and prudent leaders who can help Christian commu11ities re1nain united in Christ no matter vvhat differences see1n to divide
the body.
Ministers are frequently referred to as the last generalist among the professio11s, and, indeed, they require the-capacity and sensitivity necessary for
working with individuals, fan1ilies, and co1nn1u11ities along a continuun1 that
runs from n1ore ordinary life events to extren1e crises. And as Rev. Daniel
notes, ministers are required to interpret a multiplicity of texts. They must
be well-grounded in the texts of the tradition-Scriptures, creeds, theologies,
liturgies, and doctrines-and able to UI1derstand and interpret the "living hu111a11 docu1nent" that is eacl1 person's life and experience as V\rell as the 11 living co1nmu11ity doctunent," the unique text tl1at is the congregatio11. MiJ1isters
must be able to understand the factors that shape a congregation's story and
practices with attention to the dynamics for life-giving patterns as well as destrt1ctive habits.
Ministers must be able to read the Bible in one hand and the newspaper in
the other, as Karl Barth noted, in order to be keen interpreters of culture and
wise judges of what faith means in particular cultural conditions. Ministers
are looked upon to an_swer q11estions about mean.ing and purpose, n1ost i1nportantly the question "why?" They are supposed to know something about
the mysterious reality of God and be able to interpret how God's purposes
are expressed in sy1nbol, narrative, and experien_ce. A11d, tl1ey are even supposed to know something about what's beyond earthly existence. From the
soul to the text, from the earthly community to the eschaton, from the boiler
i11 the church_ base1ne11t to the prophetic stance against injustice, 1ninisters are
required to know and do a great deal beyond the ordinary.
If congregatio11s are the frontline of the church's n1ission in the world,
congregations can best serve se1Ttinaries by helpi11g seminaries understan_d tl1e
ways Cl1ristians are 1naking ser1se of what faithfuh1ess 1neans in our thncs. If
n1inisters engage in serious reflection on the ways n1ultiple texts are being understood and interpreted in the congregation and they share those reflections
with theological educators, they will be serving both the congregation and the
seminary by building the intellectual capital of both communities.
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Seminaries serving congregations
Many of us enter the ministry thinking that we are entering a world of ideas,
when really it is such an earthy calling. Nothing in my training could have
prepared me, a person who once had the luxury of fainting at the sight of
blood, for all that time in hospitals . ... Not/zing could have prepared me for
how terribly earthy the ministn; is; how incarnational.
Lillian Daniel
The truth is that much of what ministers do on a daily basis the seminary
did not educate them to do. Seminaries cannot prepare ministers for every
event11ality that comes along. Ministry is too complex a practice. Se1ninaries
should tell their graduates honestly that there is more to leam, but they should
not apologize abo11t that tr11th. Rather semi11aries ca11 invite ministers into a
lifelong journey of learning from the ministry and helping others, especially
their seminary professors, to understand the beautiful, the ordinary, and the
holy that are part of every minister's work. Learning beyond the seminary
can happen best for those ininisters who receive an excellen_t education in the
se1ninary.
Seminaries will serve congregations best by listening to congregations and
being intentional about understanding and cTitiquing what is happening in
congregations. In light of what they know about congregations, seminaries
will be more able to create resources for congregations. Seminaries will serve
congregations if they are seen as reliable and credible partners-part of the solution, not part of the problem. What Congregational Ministry Program grantees learned is that the work is intensive, it can be frustrating and emotionally
exhausting at thne::;, but it is also the work of faith that involves courage, risk,
and, at times, sacrifice.
But seminaries have to do more than just think about congregations in
tl1eir immediate context. Seminaries are also charged with thinking about the
Christian life, the biblical, historical, theological, and ethical din1ensions of
faith that include aspects of the past and present that are not immediately connected to today's situation or at least don't appear to be immediately relevant.
An.d congregatio11s need seminaries to be com1nunities of learning that honor
and embrace rigorous scholarship on matters beyond congregations and current events.
As noted above, both seminaries and congregations need each other to be
com1nt1nities of learning, places wh.ere rigorous ·understanding, critique, and
exploration_ are habits of n1h1d cultivated by compassionate and smart leaders.
Botl1 co11gregations and seminaries would be strengthened as congregations
and seminaries if they were more able to engage in mutual giving and receiving, a posture of openness, gratitude, and h11mility i11 tl1e face of vvhat can be
learned from the other. It is not difficult to see that the Congregational Ministry Program has taken several steps in the direction of strengthening both
co11gregatio11s and seminaries to serve one ar1other.
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Knthlee11 A. Calalw11 has worked as an evaluator i11 the Religio11 Division of Lilly
E11dow111c11t. She curre11tly is associnte professor of pmctical theology at St. foh11's
University Sc/1001 ofTheology-Semi11nn;.
Ack11owlcdgements: I am deeply grateful for Lilly E11dowme11t's support to St. Joh11's
University thnt allowed me the time and resources 11eccssnry to 1111dertake the Co11gregntio11nl Ministry Program review. I nm i11debted to my colleagues at both i11stitutio11s who read n11d co111111e11ted 011 draft versio11s of the report: Cmig Dykstra, John
Wi111111er, Chris Coble, Carol Lytch, Susie Quem Pratt, Do11nld B. Ottenlwff, William
Cahoy, Victor Klimoski, and the writers' group from Sai11t john's University and the
College of Saint Benedict. Fi11ally, a word of tlwnks for the theological educators who
spent a grent den/ of time reflecting with me on what l/1ey accomplished, what they
learned, a11d whnt they hope for the future of theological education.

],

2.
3.
4.
5.
6.
7.

s.
9.
10.

11
12
13.
14.
15.

] 6.
17.

18.
19.

20.
21.

22.
23.
24.

25.
26.
27.
28.

29.
30.

31.
32.

33.
34.
35.
36.
37.
38.

39.
40.
41.
42.

43.
44.
45.

110

Kathleen A. Cahalan

of Lilly
. John's

Appendix A
Congregational Ministry Program Grantees
January 1, 1999-December 31, 2003

. John's
ie

Con-

'nstitna, John
Villiam
md the
1rs zvho
at they

1.
2.

Andover Nevvton Theological School
Aquinas Institute of Theology

3.

Baptist Theological Seminary at Richmond

4.

Bethel Se1ninary of Bethel University

5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

Bexley J-Iall Se1ninary
Boston University School of Theology
Candler School of Theology of Emory University
Chicago Theological Seminary
Church Divinity School of the Pacific
Clare1nont School of Theology
Eastern Mennonite Se1ninary of Eastern M.ennonite University
Eden Theological Sen1inary
Franciscan School of Theology
Fuller Theological Seminary
Garrett-Evangelical Theological Seminary

16.
17.
18.

Gordon-Conwell Theological Sentinary
Hood Theological Seminary
I-Ioward University School of Divinity

19.

Jesuit School ofTheology at Berkeley

20.

24.

Lancaster Theological Se1ninary
Louisville Presbyterian Theological Semina.ry
Luther Se1ninary
Lutheran Theological Southern Sen1inary
Moravian Theologicul Seminary

25.

Newman Theologicol College

26.

Northern Baptist Theologica.l Seminary
Pacific Lutheran Theological Se1ninary
Payne Theological Sen1inary
Perkins School of Theology Southern Methodist University
Phillips Theological Se1ninary
Regent College
Sacred Heart Major Se1ninary
St. John's University School of Theology-Seminary
Saint Ivleinrad's School of 'I11eology
Saint Paul School of Theology
St. Vladhnir's Orthodox Theological Se1ninary
Seabury-VVestern Theological Seminary
Seattle University School of Theology and Ministry
Talbot School of Theology of Bio la University
Trinity Lutheran Sc1ninary
Union Theological Seminary and Presbyterian School of Christian Education
University of Dubuque Theological Sen1inary
Wartburg Theological Se1ninary
Washington Theological Union
Wesley Theological Scn1inary

21.
22.

23.

27.
28.

29.
30.
31.
32.

33.
34.
35.

36.
37.

38.
39.
40.
41.
42.
43.
4<:L
45.
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Appendix B
Program to Enhance Theological School's Capacities to
Prepare Candidates for Congregational Ministry
Program description
Fevv issues are n1ore in1portant to the Christian churches in North. A1nerica
than the quality of pastoral leadership. Though there are certainly many per·
sons of real ability n1i11istering in congregations and parishes, there is nonetheless a re1narkable consensus a1nong Christians-Protestant as v.rell as Catholic, evangelical as i;vell as 1naii1line-about the critical need to dravv even n1ore
highly qualified candidates to the ministry and to educate them more appro·
priately for their n1inistries.
Although this is surely an issue that can and should engage the energies of
all agencies of the church, Lilly Endowment believes that theological schools
can play a distinctive role in strengthening the Christian ministry. In an effort
to encourage particularly creative initiatives fron1 theological schools, Lilly Endowment will, in 1998, award major grants to those North American theologi·
cal schools that design and propose the 1T1ost pro1Ttising projects that address
the strengthening of the Christian ministry. Because the Endowment believes
that to improve congregational ministry there must be both better students
and better theological schools, this grants progra1n ain1s to assist t11ose iJ1stitutions best prepal'ed to 111akc strategic advance to in1prove their instilution's
capacity to better prepare the next gc11eration of congregational or parish n1inisters.

Eligibility
Every theological school fully accredited by The Association of Theologi·
cal Schools in the United States end Canada is eligible to apply for a grant
in this progra111. Grants will be awarded on a co1npetitive basis to support
projects that hold the best promise of improving the guality of the Christian
nlinistry.
Many kinds of projects might be pmposed, and Lilly Endowment has no
preconceived opinions about what kinds of efforts will best address this issue.
Some seminary leaders, for example, have suggested that the lack of sufficient
fu11draising capacity to provide adequate financial aid to prospective students
has a direct bearing on the quality of their students, while others have sug·
gested that the physical condition of their schools' facilities inhibit them from
attracting ~1e most able candidates. Some theological school leaders believe
that developing creative relationships with clusters of congregations, with regional church judicatories or with church-related undergraduate institutions
can open doors to ncvv and better recruitn1ent practices, vvhile otl1ers feel th.:it
they should de\'elop or strengthen cooperative progra1ns \·vi th other sen1inaries in their de1101nination or region in order to address co1T11non ain1s. Son1e
scn1inaries n1ay \'\Tish to concentrate on fashioning a neV\' curriculun1 or on ef-
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forts for faculty development, while others will want to pay more attention to
programs of spiritual formation for their students. Grants for these and other
promising ways of working to improve their graduates' capacities to lead congregations will be supported from this program. In keeping with Lilly Endowment policy, no grants will be awarded for endowment or other permanent
fund purposes.
Though a wide range of projects can and will be supported, only those
seminaries that are able to present a convincing and compelling case for how
the proposed project will significantly improve the Christian ministry will receive grant support.
Projects may vary in length from one to five years, and grants will be
awarded in the $400,000 to $1,500,000 range. Since the Endowment has allocated up to $40 million in grants for this initiative, it stands ready to support a
significant number of promising proposals.
Criteria
For a proposal to be successful, it should include all the following elements:
1.

A full discussion of the institution's analysis of the current state of
congregational/parish ministry within the church public it serves.

2.

A discussion of the ways that the institution has deliberately attempt-

~lieves

1dents
1stit11-

ed to address the state of the ministry in the recent past and a description of how the proposed effort will be informed by that experience.
If other agencies of the church have been the institution's partners in

ttion' s
1min-

past work on this issl..1e, the proposal should disc11ss these collabora-

tive efforts and how the proposed program will build on this shared
activity.
ologigra11t

3.

A detailed description of the proposed project together with a timeline that relates clearly to the project's goals and budget.

4.

A realistic appraisal of the problems that the institution would expect
to face in implementing the proposed project. The Endowment recognizes that almost all important vent11res involve some risk a11d uncertainty, and therefore a proposal will be strengthened if it contains
evidence t11at those responsible for implementing it have given realistic attention to the obstacles that might inhibit a project from fully
realizing its objectives.

5.

A statement that explains how the proposed project will strategically
enhance the institution's capacity to prepare better congregational
ministers and the rationale behind choosing this particular course of
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6.

A clear statement of the outcomes of the program. Each applicant
should state the results for which it expects to be held accountable.
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In doing so, it should articulate specific goals in clear and measurable
terms. It should also provide an evaluation design that describes the
process by which the program's effectiveness will be assessed.
7.

8.

9.

A description of the persons who will be responsible for the implementation of the proposal. Describe how their training and experience
prepares them for the work of this project.
If the proposed project involves cooperation with one or more other
i11stitutions (for il1stance, vvith clusters of co11gregations, with other
se1nh1aries, witl1 a de11on1inational office, wit11 a churcl1-related college, etc.) evidence must be submitted that each participant has a genuine interest in the proposal. The evidence can be in the form of letters
or statements of support from the leaders of the other institutions or
agencies il1volved.

A full and detailed budget for the proposed project.

10. Either a plan for the post-grant financing of this new endeavor or a

persuasive discussion of why this plan will not require support at the
e11d of the grant period. Tl1e En_dow1ncnt hopes to avoid aidi11g pro-

grams that will not survive when the Endowment's ftmding is terminated.
11. The proposal should be signed by the theological school's chief executive officer and chief financial officer. In the case of freestanding

schools, the proposal should also be signed by the chair of the school's
board; in the case of university-related divinity schools, by the appropriate senior university administrator.
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ENDNOTES
Lillian Daniel, Minute Fifty Four," What is Good Mh1istry? Resources to Launch a
Discussion, eds. Jackson W. Carroll and Carol E. Lytch (Durha1n, NC: Pulpit and Pew

1.
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The

thei

Research Reports, 2003).
2. T11e Endowment supports The Association of Theological Schools, the accrediting
agency for theological schools, and the Fw1d for T11eological Education, an organization co1111nitted to supporting excellence in n1inistry. For a list of other organizations,
with links to their Web sites, supported by the Religion Division related to pastoral
leadership development, see the Web site, www.lillyendow1nent.org/religion.
3. Many of the projects funded by Lilly Endown1ent's Religion Division, including
research in congregational studies and resources for congregations, can be found at the
Web site, Reso11rces for A111erica11 Christianity, vvww.resourcingchristianity.org.
4. Jackson Carroll and Barbara Wheeler developed six categories to classify theological schools: evangelical Protestant (deno1ninational or independent), 1nainline Protestant (dcno1ninational or independent), peace church, and Ro1nan Catholic.
5. Appendix A contains a list of the forty-five grantees in the Congregational Ministry Progran1.
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